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Currently there are 736 operating school districts

in New York State. They are managed by 502 superintendents of

schools, 133 district principals and one chancellor.

Haring the 1073-74 school year these chief school

officers supervised more than 209,000 professional and approxi-

int to 1 y 130,000 nonprolessional employees. The school s they

manage have total enrollments of 3,127,560, while the total of

their operating budgets (approximately !i:6.5 billion) exceeds

that of many nations. In short, public education may well be

the largest enterprise in this State.

Uecause their responsibility and power strongly

influences the education students receive, the Office of

OJecat ion Performance Review studied the chief school officers'

role in public elementary and secondalv schools to determine:

on what ba..;is practicing superintendents

are paid;

how they are selected for their jobs;

their current work activities; and

how their training and background ar=_

related to their current Functions and

responsibilities.

This report concentrates on the 300 currently practic-

ing superintendents of schools* who manage the largest school

districts in the State outside of \ew York City; direct more

* At the time of this study two of the superintendencies were
vacant.



than half the professional staff (107,138 of a statewide total

of 209,2(,1); and supervise the expenditure of approximately

$2.5 billion of the total spent on public elementary and

secondary education in the State.

This study consisted of analyses of all superinten-

dents' salaries for the 1972-73 and 1973-74 school years,

interviews with ten percent of all practicing superintendents,

and reviews of research and literature relating to the super-

intendency.

Yindings

revealed:

Comprehensive analyses of superintendents' salaries

The highest paid superintendent receives

$49,500, the lowest $22,000, with the

average $32,500, excluding fringe benefits.

o There is no consistent relationship between

superintendents' salaries and such factors

as staff size, enrollment, operating expend-

itures, full value per resident WADA (a measure

of district wealth ,.or state aid purposes), cr

average family income in the district.

o The super;_ntendent of the second largest school

district in the State earns $57,009 and is

responsible for 60,348 students; the ten highest

paid superintendents in the State are responsible

for a total of 66,472 students, yet their

earnings total $459,840.
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There appears to be a relationship between

salaries and geographic area. The median

salary in the Nassau-Suffolk region

($40,875) is approximately 67 percent

greater than the median salary of superinten-

dents in the Upper Mohawk Valley ($24,500) .

In recent years a number of changes have combined to

alter the superintendent's role. Increasing financial respon-

sibilities, the centralization of school districts, voter re-

luctance to approve increased spending, and the Taylor Law have

all caused today's superintendent to become primarily a managcr

and less an educator.

Superintendents in this study spent almost

79 percent of their work week in fiscal and

administrative ,ntivities.

More time is Spent by superintendents in

fiscal management and budget planning than

in any other activity.

Only slightly more than ten percent of the

superintendents' time is spent in the super-

vision of teaching and the evaluation of the

currant educational program.

The pool of candidates from which superintendents are

selected is severely restricted by the Education Law, the

Regulations of the Commissioner of Education, and by recruitment

practices commonly used most school boards of education.
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Sexual discrimination severely restricts

job opportunities for women. Even though

women comprise more than 60 percent of the

teaching staff, not one of the 300 currently

practicing superintendents in this study is

a woman.

Certification standards for superintendents

require graduate training and internships

limited to the field of education.

Theoretically exceptions to these certification

requirements are possible. However, none

oC the 300 currently practicing superintendents

is serving under such an exception.

The average superintendent has less than one

year of work experience outside the field

education.

Recommendations

The superintendent is the chief executive officer of

the school district and plays a crucial role in determining the

quality and cost of the education our children receive. Restrict-

ing to educators tle pool of candidates available for the super-

intendency may no longer he desirable. Permitting salaries to

continue to be unrelated to responsibilities is not coat- effective.

Graduate training which is no longer pertinent is not in the

best interests of public schools.
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Therefore, the State Nducation Department which has

primary responsibility for statewide education policy and

standards should:

Immediately take effective action to assure

women equal access to school superintendencies.

School hoards should actively recruit female

candidates when superintendencies become

vacant. (The New York State Division of Human

Rights also has a responsibility to assure

affirmative action.)

Fstabli-h a rational hasis for superintendents'

salaries.

6 Initiate legislation to allow competent candidates

in addition to educators to compete for super-

intendencies.

Take steps, in cooperation with universities,

to assure that graduate programs and in-service

training programs are pertinent to current job

requirements.

V



BACKGROUND

Currently there are 736 operating school districts

in New York State. They are managed by 302 superintendents

of schools,* 133 district principals and one chancellor.**

Serving as the managing executives of local educational

systems, this grcJp influences the budgeting and expenditure

of more public money than the total national budgets of many

countries. Because of their positions as chief executive

officers, these individuals strongly influence the cost and

quality of education in New York State.

During the 1973-74 school year, chief school officers

supervised more than 209,000 professional and approximately

130,000 nonprofessional employees. The schools they manage

have total enrollments of 3,427,560 and total approved operating

expenditures of approximately $6.5 billion.***

During much of the 19th century, while school districts

were organized in the early New England pattern where each

district contained a single one-room school, administrative duties

could he handled by a hoard of education composed of volunteers.

* [n addition there are 46 BOCES headed by district or BOCIiS
superintendents, a subject discussed in detail in BOARDS
OF COOPERATIVE EDUCATIONAL SERVICES An Examination of a
Temporary Pro2ram Al Ter 25 YearsOTOperation, (Albany:
Oliice of Education Performance Review, December 1973).

** The Chancellor of the City School District of the City of
New York has 32 superintendents of community school
districts reporting to him.

*** Source: The State Education Department, Information
Center on Education.
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But as enrollments rose and as districts were combined, adminis-

trative tasks became too demanding for the volunteer hoards

and full time administrators were required.

The first city superintendent was appointed on

.July 9, 1837, when the Buffalo, New York Common Council estab-

lished the position of Superintendent of Common Schools. As

suburban populations increased in the early 20th century local

superintendencies were established in these areas also.*

As school systems continued to grow in size and

complexity, the chief school officer's role evolved from one

primarily clerical in nature, to an educational function, and

finally to its current managerial status.**

The sections of the Education Law that define the

powers and duties of the superintendent currently have all

but eliminated the clerical role. The Education Law provides

that in union free and central districts having populations of

4,500 or more and in city districts, the superintendent shall:

he chief executive officer of the school

district;

enforce all provisions of law and all rules

and regulations relating to the management

of the schools;

* *

Roller, Theodore L., "A Comprehensive Program for the
Preparation of Administrators," Prepaying Administrators:
New Perspectives, eds. , Jack A. Culbertson and Stephen P.
Hencley (Columbus, 1JSIiA, 1962) p. 110.

Griffiths, Daniel Edward, Developing Taxonomies of Organ-
l:ational Behavior in Educational Administration, Chicago,
Rand-eNally, 1969 Project for the USOE Bureau of Research.
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prepare the content of each course of study

authorized by the school board, and cause

such to he used when approved by the hoard

of education;

recommend suitable lists of textbooks to

he used in the schools;

supervise and direct other school employees,

transfer teachers, report violations of regu-

lations and cases of insubordination to the

hoard, and suspend any employee until the

next board meeting;

supervise and direct courses of study, the

examination and promotion of students, and

all matters pertaining to playgrounds, medi-

cal inspection, recreation and social work,

libraries, lectures, and all other educa-

tional activities under the management,

direction and control of the board of educa-

tion;

certify a minor's age;

suspend a minor; and

issue a child model work permit.

fl":THODOLOGY

Because of the enormous responsibility of chief

school officers and their power to influence the education

students receive, the Office of Education Performance Review

undertook a study of the role of the superintendent in public
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elementary and secondary schools to determine:

on what basis practicing superintendents

are paid;

how they are selected for their jobs;

their current work activities; and

how their training and backgrounds are

related to their current functions and

responsibilities.

District principals, the Chancellor of the City

School District of the City of New York, and the 32 community

school district superintendents reporting to him were excluded

from this study. These will be considered at a later date.

This study concentrates on the 300 currently practic-

ing superintendents of schools. They manage the largest school

districts in the State outside of New York City, direct more

than half the professional staff (107,138 of a statewide total

of 209,201) and supervise the expenditure of approximately $2.5

billion of the estimated $6.5 billion spent on public elementary

and secondary education in the State during the 1973-74 school

year."

To ascertain their actual work activities and back-

grounds, a sample of ten percent of all practicing superinten-

dents were studied this spring to determine their organizational

* At the time of this study two of the superintendencies were
vacant.

** Source: The State Education Department, Information Center
on Education.
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roles, work experiences, training and oh demands. Fifty-nine

percent of the :;ample were superintendents of union free or

central school districts and ll percent were superintendents

of city school districts. The sample was geographically repro

sentative; it also comprised superintendents who manage schOol

districts with enrollments ranging from less than 1,500 to

more than 60,000 students.

In addition, the 1973-74 salaries of all superinten-

dents were analyzed and compared by geographical region. A

number of important variables including approved operating expen-

ditures, enrollment, full valuation in resident WADA* and

average family income in the district were analyzed statistically

in an effort to determine they were reliable predictors of

salary.

Finally, the study included a review of contemporary

literature pertinent to the superintendency as well as national

and state studies and surveys of the role of the superintendent.

VINDINGS

The Role of the Superintendent

"The role of the superintendent has changed
in recent years from that of a teacher-educator
type of position to that of a chief executive
and chief professional manager of the school
syste.""

Weighted Average Daily Attendance, a basis for determining
State aid to schools.

** Griffiths, Daniel Edward, DeveloEin Taxonomies of Organ-
izational Behavior in Educational Administration, Chicago,
Rand McNally, 1969 Project m the USDE Bureau of Research,

5



A number of situations have combined to bring about

a change in the superintendent's role. First., the financial

responsibilities of the superintendency have increased dramati-

cally over the past few years. The total cost of public primary

and secondary education in New York State which nine years

ago during the 1964-65 school year was approximately $2.3

billion, is expected to reach $6.5 billion currently, with

estimated total costs next year exceeding $7 billion.

Secondly, the past few years have seen a trend to-

ward COwer but larger centralized school districts, thereby

creating school systems with more students, more employees,

more lunches, more buses in short, more complex administrative

situations.

In the 1965-66 school year there were 986 school

districts (795 operating) staffed by 167,936 professionals

with 3,176,574 enrolled students. In 1973-74 there are 759

school districts (736 operating) staffed by 209,261 professionals

and enrolling 3,427,560 students.

Numerous other qualitative and quantitative changes

have had their impact on the role of the superintendent. The

growth of testing and evaluation, voter reluctance to approve

increased school spending and higher school taxes have all

left their marks.

No combination of changes, however, has equalled

the dramatic impact of the passage of the Taylor Law in 1967.

Prior to that year, in most school districts across the State,

school boards and superintendents were not required to bargain
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with school district employees and were often able to determine

salaries and working conditions unilaterally,

The Taylor Law requires that public employees, includ-

ing teachers, cafeteria workers and other professional and non-

professional school district staff be permitted to form unions.

it requires boards of education to formally recognize unions

and to bargain with them. Most importantly for the superinten-

dent, the Law provides that no school district contract with a

union is binding unless it results from "the exchange of mutual

promises between the chief executive officer and an employee

organization."*

Today more than 280,000 public school employees, both

professional and nonprofessional, about 83 percent of the total,

are represented by approximately 1,900 employee organizations

in New York State. The Public Employment Relations Board

estimates that 45 percent of all contracts are negotiated on an

annual basis, creating a burdensome continuing responsibility

for school superintendents, even if they are not directly engaged

in bargaining.

In addition to the negotiation process, the Taylor

Law has added new dimensions to the labor relations aspect of

the superintendent's job in other areas. Today the superinten-.

dent is required to consult his staff on many issues which

formerly were his to dispose of as he wished. Such matters as

class size, sick leave, and number of teaching hours per day

are often determined by clauses in union contracts. Failure to

* Civil Service Law, Section 201(12). The Taylor Law is a part
of the Civil Service Law.



adhere to contract requirements or differing interpretations

of what they mean can result in protracted discussions or in-

formal and formal g 1.'VZUICC procedures Alich often require the

superintendent's participation and are exceedingly tine-consuming.

The Chairman of the New York State Public Employment

Relations Board, which oversees the negotiating process, char-

acterized the Taylor Law's impact on the superintendent by saying:

"Given these developments, it is clear that the role

of the school superintendent or chief school officer is changing.

In my observations of negotiations in the schools of New York

State, I have been shocked at the attitude and approach of some

school superintendents. A surprising number of superintendents

want no part of the negotiations. Th:ey feel that negotiations

impinge on the tine that they should devote to professional

responsibilities. Others take the approach that their role is

no more than that of a messenger boy between the teachers on

one hand and the board of education on the other. Others,

although probably a minority, assume a major personal role in

the negotiating process.

"My attitude on this issue is simple and brutal.

It seems to me that a school superintendent or chief school

officer, by whatever title, is hired to run the school system.

Increasingly the negotiating process determines how the system

will be run. Any superintendent who cannot or will not assume

responsibility for this process, it seems to me, is not function-

ing as he should given the evolution of the educational

8



system underway today. lie is simply not doing his job. If

such a conclusio or position is correct, it has obvious impli-

cations for all types of training programs for school administra-

tors."

The Taylor Law, the trend toward centralization, and

increasing school costs have combined with other elements to

radically change the nature of the role of the superintendent.

In 1973 the American Association of School Administrators

concluded: "at one time the primary emphasis in educational

administration was placed on issues unique to schools. The

horizons of educational administration have expanded to emphasize

issues such as:

decision making;

leadership;

politics;

social systems;

management sciences; and

process (e.g., planning, organization,

stimulating, coordinating, appraising) u**

* *

"Principal's Negotiations Process for Progress." Address
to the New York State Association of Secondary School
Administrators by Dr. Robert D. Helsby, Chairman, Public
Employment Relations Board, November 7, 1971.

Knevevich, S., Nana ement by ONective and Results. . . A
Guide for Today s School Ixecutive, American Association
of School Administrators, 1973.



Salarie0

Puring the 1973-74 school year, the 300 active super-

intendents of schools in New York State will receive an average

salary of 533,500, not including such additional executive

benefits as the free often unlimited use of official auto-

mobile:r7

The highest paid school superintendent receives

549,500, the lowest 522,000. Thirty-two percent of all school

superintendents farn as much as or more than the United States

commissioner of Lducation.

An analysis of the 1973-71 salaries of all 300 practic-

ing superintendents reveals that 54 superintendents 18 percent

of the total receive salaries of $40,000 per year or more as

illustrated in the following table:

Annual Salary Range

Number Of
Superintendents
Within Range

Percent Of
Total Number Of
Superintendents

540,000 to 549.500 54 18.0

S30,000 to 539,999 114 48.0

520,000 to 529,999 102 34.0

Total 300 100.0

A comparison with the salary distribution of superin-

tendents last school year (1972-73) shows that the percentage

earning 540,000 or more has increased more than 50 percent,

while the percentage earning $29,999 or less has declined, as

See Appendix A for a compete list of superintendents'
salaries and the enrollments of the districts they manage.
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indicated below:

Annual Salary Range

$40,000 or more

$30,000 to $39,999

$20,000 to $29,999

Percent Of
Superintendents
Receiving Salary
Within Range

1972-73

11.9

49.8

38.3

1973-74

18.0

48.0

34.0

Percent Change
From 1972-73
to 1973-74

An analysis of the tables which follow reveals that

there is no relationship between a superintendent's salary

and the number of pupils for whom he is responsible. For

examrle, the ten highest paid superintendents manage school

districts in which enrollments vary from a low of 2,482 to

a high of 13,288, as reflected in the following table:

Salary
Rank

Salaries and Student Enrollments
Ten Highest Paid School Superintendents

1973-74 School Year

Salary Enrollment

1 $49,500 8,463

2 48,000 5,062

3 47,010 7,345

4 16,000 13,288

5 45,500 2,482

6 45,000 6,311

7 45,000 3,810

8 44,840 3,400

9 44,500 8,606

10 44,500 7,704

Total $459840 66,471
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The following table shows the salaries and relative

rank of superintendents who operate school districts with the

ten highest student enrollments.

Salaries of School Superintendents
Managing the Ten Largest. School Districts

U.xcluding New York City)
1973-74 School Year

Sal a r y '1

Rank Salary Paid Pin.° 1 I me n t

86 537,000 60,348

60 38,500 12,281

60 38,500 28,582

110 35,000 27,181

57 39,500 21,412

74 38,000 18,551

12 44,312 17,035

85 37,037 16,183

21 43,000 16,115

03 39,000 16,114

Total `389,840 263,802

A comparison of the two preceding tables reveals

that the superintendent of the second largest school district

in the State earns x,37,0(0 per year and is responsible for

60,348 students. In contrast the ten highest paid superi!)ten-

dents are responsible for a total of 66,471 students, yet they

earn 5150,840. If the superintendent of the third largest

Recause more than one superintendent may receive the some
salary, the rank given is the average for all superintendents
receiving that salary.
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school system in the State were paid at the same ra'ze per pupil

as the highest paid superintendent, he would earn $247,302

annually.

Although not specifically illustrated in these tables,

it can be shown by extrapolation from Appendix A that the

lowest paid superintendent earns $13.91 per pupil, while the

second lowest paid earns $51.22 per pupil.

Disparities exist not only among the highest paid

superintendents and those in the largest districts but also

among superintendents at almost any salary level or any size

school district. To illustrate, ten superintendents earn

$32,000 yet one manages a district with 1,114 students chile

two are responsible for districts each with over 6,000 students.

Of the 17 superintendelits who earn $35,000 annually, three

manage districts with enrollments of less than 2,000, two are

in charge of more than 10,000 pupils each, Will° one has more

than 27,000 students. These variations without apparent

reason are detailed more fully below:

Sa1aries of Selected School Superintendents
Compared with EnrollmonLs

Salary

1973-74

Number Of
Superintendents

School Year

Smallest
District

Enrollment

Largest
District

Enrollment

$15,000 2 3,810 6,311

11,000 4 5,302 14,590

38,000 7 1,369 18,551

35,000 17 1,492 27,181

32,000 10 1,114 6,603

29,000 5 2,639 8,677

26,000 7 1,544 13,484

23,000 3 1,448 4,933



Not only are superintendents' salaries unrelated to

enrollment, they also appear unrelated to four additional school

district factors, two of which define the scope of the super-

intendents' responsibility:

staff size

approved operating expenditures

and two which reflect the wealth of the district

full valuation in resident WADA

average family income of district residents.

The following table shows that responsiblity in

each of these areas varied widely among the nine superintendents

who earned $32,000 during school year 1972-73:*

Management Responsibility of Nine Superintendents
Who Earned $32,000 Per Year in School Year 1972-73

Salary
Number

of Staff

District's
Approved
Operating

Expenditure

'.'till Value

Iii Resident
WADA

Average Family
Income Of
District
Residents

$32,000 1,637 $29,172,191 $37,208 $10,834

32,000 117 2,694,565 45,404 17,675

32,000 301 5,889,278 23,419 15,374

32,000 361 5,686,418 26,696 10,562

32,000 275 0,213,844 27,672 11,944

32,000 264 5,075,459 34,759 18,262

32,000 346 7,392,832 38,392 13,717

32,000 253 4,607,845 50,544 24,197

32,000 149 3,975,348 39,404 16,117

* Source: The New York State Education Department, Information
Center on Education. 1972-73 school year data was used because
complete 1973-74 data was not available.
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As the previous chart indicates, the wealth of the

district does not explain the superintendent's salary. Full

value in resident WADA varies 216 percent ($23,419 to $50,544),

and average family income varies 229 percent ($10,562 to

$24,107). Neither staff size nor magnitude of operating expenses

related to salary. These vary respectively by 1,399 percent

(117 to 1,637) and 1,083 percent ($2,694,565 to $29,172,191).

As the following chart illustrates, these factors also

vary markedly in the ten districts which employed the highest

paid superintendents:

Management Responsibility of the
Ten Highest Paid Superintendents

1972-73 School Year

Salary
Number

of Staff

District
Approved
Operating
Expenditure

Full Value
in Resident

WADA

Average Family
Income Of
District
Residents

$48,000 363 $ 5,143,141 $76,905 $21,613

46,500 709 5,900,490 95,259 29,931

46,000 784 10,401,317 36,305 12,350

45,000 489 14,924,555 48,564 20,542

44,947 380 7,192,222 60,451 22,610

43,120 253 7,310,728 56,968 22,579

43,000 2,90 10,067,363 23,302 15,230

43,000 597 13,490,763 65,310 21,739

42,510 501 16,703,972 32,332 17,381

42,500 206 23,897,197 78,357 26,864
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The data provided in the chart shows that staff size

varied 381 percent (206 to 781), and approved operating expense

varied 465 percent ($5,143,141 to .$;.3,897,197). The wealth of

the districts paying these high salaries also varied full

value in resident WADA 409 percent ($23,302 to $95,259) and

average family income 242 percent ($12,350 to $29,931).

It is interesting to note however, that while full

value in resident IVAI)A and average income of district residents

varied widely, each of them is much higher in the districts that

pay the ten highest salaries than in the districts which paid

their superintendents $32,000 per year. The ten highest paying

districts had an average full value in resident WADA of $57,375

and district resident family income of $21,084 versus $35,944

and $15,409 respectively for the nine districts that paid salar-

ies of $32,000,

Thus, no consistent relationship appears between

salaries and any of these school related factors that reflect the

size and complexity of the superintendent's job.

In order to test this hypothesis, superintendents'

salaries were statistically correlated with five school district

variables:

enrollment,

staff size,

approved operating expenditures,

full value in resident WADA, and

average family income in the district.

16



None of the variables selected proved to be a complete-

ly reliable predictor of an individual superintendent's salary.

However the average family income of district residents was

the single factor most closely related to salary.*

The salaries of superintendents do vary geographically.

The following table shows 1973-74 salary levels of superinten-

dents in each region of the

Region

State excluding New York City:

Percentile
25th 50th 75th

(median)

Nassau-Suffolk $37,163 $40,875 $43,125

Mid-Hudson 32,000 35,500 38,500

Western 27,500 31,750 32,663

Southern Tier Last 27,000 29,700 34,000

Central 27,169 29,250 32,600

Upper Hudson 25,900 29,000 33,239

Genesee-Finger Lakes 24,900 28,800 34,500

Southern Tier West 24,999 28,800 34,500

Lake Champlain-Lake George 23,750 28,000 31,000

Southern Tier Central 25,225 27,975 31,875

Black River-St. Lawrence 24,250 27,394 28,484

Upper Mohawk Valley 21,848 24,500 26,625

As can be seen, the highest salaries are paid in the

Nassau-Suffolk region; the lowest in the upper Mohawk Valley.

Nassau-Suffolk's median salary of $40,875 exceeds the lowest

median salary of $24,500 in the Upper Mohawk Region by $16,375,

* See Appendix B for a complete description of the statistical
analysis performed.
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or approximately 67 percent. The average salary (excluding

New York City) is $32,500.

Thus, while salaries are nut consistently determined

by staff size, approved operating expenditures, enrollme?.t,

full valuation in resident WADA or average family income in

the district, they do appear related to geographic region.

Although some variation in cost of living among regions may exist

it does not account for the wide fluctuations in salaries.

Selecting a Superintendent

"The talent pool for administrative
recruitment is typically restricted to
persons already in education.*

One of the responsibilities of a school district

hoard of education is to "appoint properly qualified persons. .

including a superintendent of schools."** The Education Law

and the Regulations of the Commissioner of Education define the

standards a candidate must meet to be "properly qualified."

7o be certified as a school district administrator,

the prospective superintendent must have completed at least 60

semester hours of graduate study (without necessarily obtaining

a graduate degree) in addition to other educational attainm,.2nts.

Section 80.4(a)(1) of the Commissioner's Regulations provides

Talbut, Allan R., "Needed: A New Breed of School Superintend-
ents," Harper Magazine (February 1966), p. 81.

Education Law, Section 2503(3). See also Education Law,
Sections 1711 (1) and 1804(1).
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tha< a candidate shall:

"Hold a baccalaureate degree, based

upon a four-year program of collegiate

preparation. and shall have completed

an additional 60 semester hours of

graduate study (at least 24 of which are

in or related to the field of school

administration) and an approved adminis-

trative supervisory internship under the

supervision of a practicing school admin-

istrator. . .One year of satisfactory

full-time experience in a school adminis-

trative position may be substituted for

the internship."

In addition to graduate course requirements and

an administrative internship limited to the field of education,

the candidate must have completed:

"Three years of teaching and/or

administrative and/or supervising and/or

pupil personnel service experience in

the public schools."*

The Commissioner's Regulations are apparently in

conflict with Section 3003(1) (b) of the Education Law. The

Law is more restrictive, requiring that at the time of appoint-

ment the administrator shall have "completed three years of

* Regulations of the Commissioner of Education, 80.4(a)(2).
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teaching in the public schools." There appears to be no

option for alternative experience in the Law.

These requirements apply not only to the candidate

under consideration as a potential superintendent but also

to his immediate assistants: "deputy superintendent of schools,

associate superintendent of schools, assistant superintendent

of schools, assistant superintendent of schools or other super-

intendent of schools."* Among the superintendents surveyed

this spring 79.3 percent had "climbed the ladder" in such

-sitions in their present school districts before being appoint-

eq superintendents.

An analysis of superintendents' responses shows that

the combined graduate study and work experience requirements

for certification have indeed restricted the pool of manpower

(as pointed out by Allan R. Talbut**) from which superintendents

are drawn to those with a background in education. According

to this survey the average superintendent had

spent 6.1 years teaching;

held 1.5 superintendencies; and

acquired 18.1 years of experience in

school administration garnered in 4.1

positions.

Education Law, Section 3003(1).

** Op. cit. page 18.
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Only 13 percent had at least one year of work

experience in a field other than education.*

These findings hear out earlier observations at the

national and New York State level by the American Association

of School Administrators and the New York State Regents Advisory

Committee on Educational Leadership," which revealed that

the typical superintendent had:

begun his career as a teacher;

become an assistant principal or principal

seven years later;

usually spent his years as a teacher and

principal in the same school district; and

obtained a superintendency 13 years after

beginning a career in education.

According to these studies, only 14 percent had spent

at least one year working outside the education system.

In selecting superintendents school boards use a

variety of techniques, including:

;tiring professors of university departments

of educational administration to screen can-

didates and recommend five to ten applicants

from which the board can make a final election;

Excluding military service.

American Association of School Administrators, Professional
Administrators for America's Schools (38th YearFook, 1960).
Hickcox, E.S. diTT-R.J. Snow, Profile of the Superintendent
of Schools, 1969.
die New York State Regents Advisory Committee on Educational
Leadership, Chief School Officers: Recommendations and Report
of a Survey (Albany: The Committee, 1967-) p. 14.
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asking the outgoing superintendent to recommend

appropriate candidates;

promoting an assistant superintendent; or

placing an advertisement in local or national

publications.

Criteria for selection varies from school district

to school district. Generally school boards take into consider-

ation an applicant's educational background, salary requirements,

teaching experience, administrative experience, tenure in the

district, recommendations and the results of interviews with

the candidate.

Apparently the selection criterion most rigidly

adhered to by school boards is the candidate's sex. Not one

of the 300 superintendents studied is a woman, even though 60.5

percent of all teachers in the state are female.*

These methods obviously contribute to limiting the

pool of candidates available for selection. As illustrated

previously, superintendents of schools are uniformly drawn from

those iadividuals whose experience and graduate education is

limited to teaching and school administration.

The Regulations of the Commissioner of Education do

allow exceptions to these general requirements for certification.

The Commissioner may waive the requirements if a school district

requests certification for a candidate with ". . exceptional

training and experience (which) are the substantial equivalent

* Source: New York State Education Department, Information
Center on Education.
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of such requirements and qualify such persons for the duties

of superintendents of schools."*

An individual cannot !)ersonally apply for this

alternate type of certification; it must be sought on his be-

half by a school bo and that has already decided to consider

his employment. As the following excerpt from the Regulations

of the Commissioner of Education indicates, a school board

seeking certification for its superintendent candidate must

expend a great deal of effort and run a considerable risk

that the candidate will not he certified:

"Prior to the appointment of any such individual
the hoard must obtain the approval of the commissioner. In
its formal request to the department the hoard must submit
its resolution noting approval of the request, the jo', descrip-
tion, its rationale for requesting such certification of the
individual, a statement identifying the exceptional qualifica-
tions of the candidate, the individual's completed application
for certification, vitae, and official transcripts of collegiate
study.""

Even with this elaborate procedure, it is unlikely

that anyone other than an educator will be certified under

this regulation. The Law on which it is based requires not

only that the candidate be "exceptionally qualified" but that

his "exceptional training and experience are the substantial

equivalents. ." of the graduate school, internship and

teaching experience needed for certification under the regular

procedure.***

* Regulations of the Commissioner of Education 80.4(a)(3).

** Ibid.

*** Education Law, Section 3003(b)(3).
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Further, a body of educators must pass on the

canJidate's qualifications. The Commissioner must refer the

documents submitted by the school board to a screening panel

consisting of "representatives of the (education) department

and appropriate educational organizations for review and

advice."'"

of no use

Finally, even if the certificate is granted, it is

should the candidate wish to obtain a superintendency

in another district because "(t)he certificate if issued will

be 7alid only, for service in the district making the request."**

Not surprisingly, although there has btma a certifi

cation procedure for "exceptionally qualified" candidates at

least since 1966, only one superintendent (in a New York City

community school district) has obtained special certification.***

Not one of the 300 participating superintendents who are the

subjects of this report is serving under a certificate granted

pursuant to this waiver provision.

Actual Work Activities

"Above all else, the superintendents say
that they are expected to be fiscal managers
instead of educators."****

Regulations of the Commissioner, Section 30.4(a)(3).

Education Law, Section 3003(b)(3).

Source: Ne, York State Education department.

Maeroff, Gene I., "Harassed School Officials Feel
Authority is Waning." New York Times, March 5, 1974.
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The superintendent of schools is the formally

recognized chief executive officer of the school district.

Although boards of education formulate local school policies,

it is the superintendent who administers these policies.*

Studies of the superintendent's role** have defined

his most time-consuming activities as including:

budget and financial preparation and

evaluation;

preparation for, and attendance at

hoard of education meetings; and

labor negotiations and investigation

of contract grievances.

According to these studies the superintendent spends

little time in educationally related areas such as curriculum

planning and teacher supervision.

In assessing their use of time, superintendents in

this sample indicated that they spent almost 79 percent of

their work week in fiscal and administrative activities as

illustrated by the following table:

Goldhammer, Keith et al., Issues and Problems in Contemporary
Educational Administration, CEugene: Center for the Advanced
Study of Educational Administration, University of Oregon,
1967) p. 111.

** American Association of School Administrators, Professional
Administrators for America's Schools (38th Yearbook, 1960);
The New York State Regents Advisory Committee of Educational
Leadership, Chief School Officers: Recommendations and
Reports of a Survey (Albany: The Committee, 1967) p. 14.
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Activity

Fiscal management and budget planning

Professional organization participa-
tion and development of administra-
tive skills

Public reP:ttions and community
organization work

Preparation for and attendance at
board of education meetings

Labor negotiations, contract management,
and staff grievances

Pealing with community grievances

Facilities planning

Staff selection and recruitment

Supervision of noneducational services
(e.g., cafeteria, transportation, etc.)

Total noneducational allocations

Percentage Of
Time Allocated*

15.13

13.59

12.40

12.15

10.00

7.09

3.44

2.30

1.90

78.72

As shown superintendents spend more time in fiscal

management and budget planning than in any other activity.

Administrative development and public relations activities

occupy more than one-quarter of the superintendents' time. These

findings are consistent with both state and national studies

reviewed for this report.** Preparation for and attendance at

board of education meetings largely involving general adminis-

trative matters occupied almost one hour out of every eight.

* It is recognized that many of these activities overlap.
However, the percentages shown here reflect the estimates
made by the superintendents themselves.

** Op. cit. page 25.
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The superintendents surveyed reported spending the

remaining 21 percent of their time as follows:

Activity

Long range curriculum planning

Evaluation of the current educational
program

Supervision of teaching

Percentage Of
Time Allocated

7.95

7.02

3.69

Planning and attendance at student
activities 2.62

Total educationally-related time 21.28

Thus, consistent with the earlier studies cited,

this survey reveals that superintendents appear to spend about

one hour in every five in educationally related work. Approxi-

mately ten percent of their time was directed to the supervision

of teaching and evaluation of the current educational program.

Undergraduate and Graduate Training

"Strong financial and business course
background should become part of the
training of school superintendents in
order to aid them in their current
roles of school managers."

A 1)66 study by the New York State Regents Advisory

Committee on l'.ducational Leadership analyzed the major fields

in which school superintendents secured undergraduate degrees.

* Gregg, Russell T. and P. D. Sims, Quality of facilities and
Prouams of Graduate Departments of Educational Administra-
tion. educational Administration Quaterly, 1972, pp. 67-92.
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As the following table shows, more than one-quarter of the

superintendents concentrated their studies in the areas of

education and physical education.

Percentage Of
Area of Concentration Superintendents

Science 16

Education 14

Physical education 12

Mathematics 10

History and/or social studies 10

English 11.)

Social science 7

Fine arts 5

Rusiness 2

Other 14

As indicated, only two percent of practicing super-

intendents in the Regents study had an undergraduate degree

in business administration. Within the sample of superintendents

surveyed for this study only three percent had an undergraduate

background in business administration. The undergraduate back-

grounds reported in this sample were:
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Percentage Of
Area of Concentration Superintendents

History and/or social science

Science

Education

English

Physical education

Business administration

Fine arts

Mathematics

Other

17

17

11

10

3

3

3

19

This study reaffirms the findings of the 1966

Regents survey. For example, 86 percent of the superintendents

in the Regents study completed undergraduate degrees in areas

outside of education as did 86 percent of the sample selected

for this study. The Regents found that 12 percent of the

superintendents completed undergraduate programs in physical

education while 10 percent of the sample in this study indicated

an undergraduate background in physical education. Backgrounds

in science or history were reported as 26 percent of the Regents

sample and 34 percent of this study sample.

The Regents statewide study and this survey revealed

that, regardless of their varied undergraduate backgrounds, the

overwhelming majority of superintendents received their graduate

training in the field of education. Superintendents selected
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for this study held masters degrees in the following fields

study (by percent):

Area of Concentration 01', R Study Revnts Study

lducational administration 50 54

Other education

Lnglish

Psychology

Public administration

Other

37 31

1

0

13

As shown, superintendents overwhelmingly chose to

obtain a masters degree in education: 87 percent in this

study 85 percent in the Regents study. The Regents study

also reported that less than one percent of superintendents

held a masters degree in business administration and no super-

intendent had obtained a degree in public administration. The

present study revealed similar results.

Sixty-nine percent of the study sample reported

completing doctoral programs all in the field of education

while the Regents study reported 20 percent of the superinten-

dents had completed doctoral programs as follows: educational

administration, 78.5 percent; education (general), 18.2 percent;

and all other fields, 3.3 percent.

Although a larger percentage of superintendents

practicing today obtained doctoral degrees, the major areas

of concentration have remained constant educational administra-

tion or general education. This suggested a review of university

curricula.
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Reviews of catalogs and discussions with college

officials indicate that course titles, curricula and the

general scope or advanced degrees in educational administration

vary widely. While several university departments of educational

administration offer finance courses as electives, few institu-

tions require substantial study in finance to meet degree

requirements. Moreover, the majority of universities do not

require adequate course work in labor negotiations or community

relations. Yet practicing superintendents report that they

allocate the major portion of their time to these functions.

On the other hand, there are some early signs of

change. At least one institution* offers a program leading to

joint degrees in business administration and educational

administration.

In assessing their own graduate training, 46 percent

of the superintendents sampled rated the cooperation between

their educational administration department and other depart-

ments of the same universities as poor. This tends to limit

opportunities to take courses in related administrative areas

such as labor relations, budgeting and data processing.

Community relations courses were rated as essential

by 70 percent of the sample, who considered that the omission

of this type of schooling was another major limitation in their

graduate training.

* Columbia University
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Superintendents selected for this study indicated the

following as other limiting factors in their graduate work:

irrelevant course work;

insufficient number of financial and

legal courses;

poor direction during internship;

lack of access to faculty;

theoretical course work lacking practical

application;

out-dated curricula; and

inadequate field experiences.

Many educational researchers have spoken of the

critical need for improved in-service training. A former

Deputy Director of the University Council for Educational Admin-

istration charged, "Practicing superintendents have poor back-

ground experience and formal training in the area of management."*

Or as stated by another expert: "Since superintendents

ne,N' spend the vast majority of their time in a management

capacity rather than in the areas of education. . . new training

programs should be developed to handle this management training

need."**

* Farquhar, Robin H. and W. Michael Martin, New Developments
in the Preparation of Educational Leaders," Phi Delta Kappan,
September 1972, p. 26.

** Administrative Behavior in Education, eds., Ronald F.
Camphell,anrRussell T. Gregg (Harper and Brothers, Pub-
lishers, New York, 1957).
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As noted previously, the nature of the position

has changed drastically in the years since most currently active

superintendents completed their formal training.* This suggests

that in-service training may be critical. Yet respondent

superintendents perceived that their need for such training was

not being met. Those in-service training programs for practic-

ing superintendents which do exist are voluntary and sporadic,

and generally are not responsive to the challenge of the

changing role of the chief school executive.

RECOMMENDATIONS

The superintendent is the chief executive officer of

the school district and plays a crucial role in determining the

quality and cost of the education our children receive. Restrict

ing to educators the pool of candidates available for the super-

intendency may no longer he desirable. Permitting salaries

to continue to he unrelated to responsibilities is not cost-

effective. Graduate training which is no longer pertinent is

not in the hest interests of public schools.

Therefore, the State Education Department which has

primary responsibility for statewide education policy and

standards should:

Immediately take effective action to assure

women equal access to school superintendencies.

The sample selected for this study reported completing their
last formal graduate course in 1961.



School boards should actively recruit female

candidates when superintendencies become

vacant. (The New York State Division of Human

Rights also has a responsibility to assure

affirmative action.)

a Nstablish a rational basis for superintendents'

salaries.

Initiate legislation to allow competent candidates

in addition to educators to compete for super-

intendencies.

Take steps in cooperation with universities,

to assure that graduate programs and in- service

training programs are pertinent to current joh

requirements.
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lank

1

3

4

5

6

7

8

9

10

11

12

13

11

15

16

17

18

19

20

21
-,-,

23

24
-?,25
26
27

28

29

30

31
32

33
34

35

36
37

38
39

40
41

42

43
44

45

Salaries

Salary

549,500
48,000
47,000
46,000
15,500
45,000
15,000
44,840
44,500
4,500
11,500
44,312
44,000
44,000
44,000
43,968
43,800
43,800
43,500
43,008
43,000
43,000
43,000
43,000
43,000
43,000
42,510
42,500
42,500
42,00(1
42,000
42,000
42,000
42,000
42,000
42,000
41,988
41,800
41,500
41,500
41,190
41,080
41,000
41,000
41;000

of Nei York State School
Indicating `Lank and Student

1973-74 School

Enrollment

8,463
5,002
7,315

13,28S
2,182
0,311
3,810
3,400
8,606
7,701
4,374
17,035
4,991
4,895
2,678
9,808
6,292
2,656
5,069

10,112
16,115
14,924
12,777
9,33S
7,826
3,758
8,588
14,856
7,386

15,334
10,998
10,876
10,615
9,418
4,820
4,510
5,990
2,613
7,017
4,249
7,009
6,479

14,590
.6,520
5,495

District Superintendents
Enrollments

Year

Rank Salary Enrollment

5,302
11,605
12,965
10,400
7,830
6,901
4,006
3,851
3,178
5,944
4,511

21,412
10,794
16,114
11,743
11,195
7,909
5,231
.5,199
2,994

42,281
28,582
3,218
3,605

18,551
5,435
5,177
5,147
4,408
3,090
1,369

10,270
9,001
5,436
3,801
2,168
5,116
7,658
5,119

16,183
60,348
5,745
2,524
3,520
5,803

46
47
48
49
50
51

52
53
54
55
56
57
58
59

60
61
62
63
61
65
66
67
68
69
70
71
72
73
74

75

76
77
78
79
80
81
82
83
84
85
86
87
88
89
90

$41,000
40,750
40,000
40,000
40,000
40,000
40,000
40,000
40,000
39,800
39,600
39,500
39,500
39,000
39,000
39,000
39,000
39,000
39,000
39,000
38,500
38,500
38,500
38,325
38,000
38,000
38,000
38,000
3838,000
38,000
38,000
37,500
37,500
37,500
37,500
37,500
37,300
37,100
37,055
37,037
37,000
37,000
37,000
36,805
36;750
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Page

Rank
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Salary Throllment Rank Salary' Enrollynent

1 536,500 9,927 141 $33,000 13,159
92 30,000 6,373 112 33,000 13,126
93 30,000 4,270 143 33,000 12,200
94 36,000 4,087 144 33,000 9,000
95 36,000 2,931 143 33,000 8,102
90
07

30,000
35,0116

1,981
8,474

116
117

33,000
33,001)

3,317
4,877

08 35,500 -, ,o,,,- 118 33,000 4,213
09 35,500 0.097 149 33,000 1,790

100
101

35,500
35,50(1

4,747
3,776 1153(11

32,928
.3522,, (_5118119)

6,080
4,205

102 35,500 2,827 152 4,192
103 35,000 27,181 153 32,500 5,042
101 35,000 10,387 154 32,500 4,626
105 35,000 10,278 155 32,500 4,389
106 37,000 9,746 156 32,500 4,014
107 35,000 8,466 157 32,500 3,310
108 35,000 7,814, 158 32,500 869
109 35,000 7,006 150 32,467 5,506
110
111

35,000
35,000

7,577
7 ,090

160
161

32,000
32,000

6,603
6,405

112 35,000 4,088 162 32,000 5,727
113 35,000 3,834 163 32,000 5,243
111 35,000 3,230 164 32,000 4,877
115 35,000 2,993 165 32,000 3,657
116 35,000 2,781 166 32,000 3,482
117 35,0110 1,022 167 32,000 3,226
118 33,000 1,800 168 32,000 3,099
119 35,000 1,492 169 32,000 1,114
120 34,973 8,744 170 31,818 6,440
121 34,000 11,293 171 31,650 3,664
122 34,600 1,842 172 31,650 2,210
123 34,175 3,598 173 31,500 7,523
124 34,125 6,827 174 31,500 5,980
125 34,000 8,595 175 31,500 5,548
126 34,000 5,873 176 31,500 4,679
127 34,000 4,725 177 31,500 4,544
128 34,000 1,842 178 31,500 3,966
129 33,999 6,904 179 31,425 2,088
130 33,725 5,366 180 31,200 12,223
131 33,600 5,909 181 31,123 4,928
132 33,500 5,086 182 31,000 8,054
133 33,500 2,791 183 30,958 3,484
134 33,500 2,260 184 30,650 3,842
135 33,500 2,211 18S 30,600 3,761
136 33,300 4,287 186 30,500 2,671
137 33,232 4,012 187 30,-451 2,895
138 33,150 15,098 ,188 30,300 4,601
139 33,075 11,5,14 .189 30,200 3,173
140 33,000 15,216 190 30,000 11,632
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1111'0 men t

191 $30,000 6,450 211 $27,500 2,635
192 30,000 4,677 242 27,500 2,115
193 30,000 1,078 243 27,500 2,141
194 30,000 3,834 244 27,430 2,898
195 30,000 3,557 245 27,287 2,220
196 30,000 3,440 246 27,200 3,376
197 30,000 3,339 247 27,000 4,299
198 30,000 1,411 248 27,000 3,321
190 29,900 2,505 249 27,000 3,114
200 29,700 3,809 250 27,000 2,805
201 29,500 7,810 251 27,000 2,528
202 29,500 6,098 252 27,000 1,764
203 29,500 3,580 253 26,850 2,297
204 29,500 3,500 254 26,760 3,676
205 29,500 2,356 255 26,525 2,352
206 29,450 4,485 256 26,500 7,472
207 29,200 4,508 257 26,500 3,399
208 29,000 8,677 258 26,500 3,157
209 29,000 5,444 259 26,500 2,956
210 29,000 4,924 260 26,500 2,431
211 29,000 3,216 261 26,500 2,310
212 29,000 2,639 262 26,400 2,146
213 28,802 3,365 263 26,244 1,698
214 28,800 2,687 264 26,000 13,484
215 28,750 4,273 265 26,000 3,833
216 28,750 2,513 266 26,000 3,240
217 28,500 4,300 267 26,000 2,824
218 28,500 3,719 268 26,000 2,109
219 28,500 3,268 269 26,000 1,776
220 28,500 3,100 270 26,000 1,544
221 28,500 2,507 271 25,800 3,019
222 28,500 2,474 272 25,750 3,368
223 28,500 2,341 273 25,600 2,635
224 28,478 3,659 274 25,423 2,623
225 28,468 3,263 275 25,300 3,326
226 28,350 2,997 276 25,000 5,335
227 28,150 2,474 277 28,000 3,778
228 28,000 7,238 278 25,000 3,639
229 28,000 4,550 279 25,000 3,30b
230 28,000 3,442 280 25,000 2,995
2.31 28,000 3,290 281 25,000 2,609
232 28,000 2,951 282 25,000 2,280
2:;3 28,000 2,860 283 25,000 2,100
234 28,000 2,209 284 25,000 1,660
235 28,000 2,120 285 24,800 1,897
236 28,000 2,099 286 24,717 1,524
237 27,825 3,151 287 24,675 2,443
238 27,675 13,319 288 24,500 2,724
239 27,500 2,973 289 24,500 2,057
240 27,500 2,758 290 24,000 2,314
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Rank Salary Fnrollment Rank Salary Enrollment

291 524,000 2,207 296 523,000 1,692
292 2,1,000 1,702 297 23,000 1,148
293 23,500 2,234 29 22,600 1,300
294 23,144 1,554 299 22,335 436
295 23,000 4,933 300 22,000 1,582

* Source: The State Education Pepartmenti Information Center
on Education.
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A Statistical Analysis
of Superintendents' Salaries

The 1972-73 salaries of the 295 New York State
superintendents were obtained.* Each salary was statistically
analyzed by a step wise multiple regression technique through
a comparison with these variables:

total number of staff;

approved operating expenditures;

public school enrollment;

full-valuation in resident WADA
(Weighted Average Daily Attendance) ; and

average district income.

TABLE 1

Description of the Sample*

N = 295

SALARY MEAN STANDARD DEVIATION

Salary 32,060.35 5,798.18

Staff 357.50 313.49

Approved Operation 7,450,584.56 7,091,325.14
Expenditure

Enrollment 5,968.25 5,801.80

Full-Valuation
(Res. WADA) 31,437.03 16,053.75

Average District
Income 13,682.44 4,943.96

Based on .19.72-7.3 data provided by the New York State,
Department-of Education. That year there were 295
practicing superintendents. In the 1973-74 school year
there were 302 superintendencies with two vacancies.
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superintendents' salaries were normally
distributed; however, the number of staff, enrollments, and
approved operating expenditures were not. This fact pro-
vided the first indication that the relationship between
salaries and these variables was apt to be non-systematic.*

Table 2 presents the correlation matrix for the
variables under study.

TABLE 2

Pearson r Correlation Matrix For Variables+

r 1 2 3 4 5 6

1 1.00 .38 .50 .35 .54 .59

2 1.00 .97 .99 .06 .02

3 1.00 .97 ,15 .13

4 1.00 .01 -.02

; 1.00 .63

1.00

+ Variables -

1 superintendents' salaries

2 staff size

3 approved operating expenditure

student enrollment

S full-value/Res. WADA

6 average income of district residents

-*' Note the similarities between the.variable means and
standard deviations.
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Variable 1, superintendents' salary, is significantly
correlated with the remaining five variables. However, the
variables also have significant correlations among themselves.
Ideally, row one of the matrix should consist of high (.7(1 or
better) correlations and all other rows should have low (less

than .20) correlations. In this situation one would expect
to be able to predict or forecast superintendents' salaries
with considerable accuracy. Applying this criteria, variable
six, average income of the district, should be The best pre-

dictor.

l'able 3 presents the results of the stepwise
multiple regression analysis of the five predictor variables
used to forecast superintendents' salaries.

TABLE 3

Regression Equation From Stepwise
Regression Analysis

Step Regression Equation R2
Standard Error
Of Estimate

1 Salary = .69876X6 22,499.61 .592 4664.59

Salary = .00035X- + .6308X6 +
20812 .732 3962.49

3 Salary = .00127X3 1.13574X1

43423X
6

+ 23,460.88 .772 3700.07

SalarY=.001.14Xs-0.98S7'

.01976X5 +.36056X6 + 22,967.72 .782 3648.43

5 Salary = -11.67597X7 + .00122X3

.39621X
4

+ + .36001.X
6

+ .78- 3637.22

22752

Note, that the variables were highly correlatedte each other.
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As expected, the first variable selected in the
regression alogorithum was variable 6, average family in-
come.* The equations increase in the precision of fore-
casting ability, however, little noticeable gain in terms
of RL and SEE** were achieved after step 3. The final
equation has a standard error of estimate of $3,637. This
means that a superintendent's salary can be predicted with-
in ± $3,637 in two out of three times. In order to be 95
percent confident that the actual value of the superintend-
ent's salary is within a given range, almost twice this value
(1.96 X 3637) i required.

The first selection by the computer in this particular pro-.
gram represents the best possible variable used to predict
salaries; the remaining variables are seleCted by the
computer by the same criteria. Therefore, variable 3,
approved operating expenditure, would he the next predictor.

SEE refers to standard error of estimate.
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Preface

This record of the Second Annual Conference of the 11.E.A.S, shows that the Society continues to concern itself with issues of
central interest to those involved in educational administration in the broadest sense and that it continues to attract the
attention of a wide cross-section of those so interested. The Conference theme of Management of Resources could hardly be
more topical and discussions at the Conference were particularly valuable because of the range of perspectives of those taking
part. It is perhaps worth emphasising again that the sole criterion for membership of the Society is interest in educational
administrationin whatever field.

The Society was sorry that Lord Morris of Grasmere, its Honorary President, was unable to be at the Conference and also
that Dr. McIntosh, Principal of Moray Ilouse College, who has done so much on behalf of the Conference, had to cry off
at the last minute through illness. However, an encouraging number of members made the trip to Edinburgh and the Society
is especially grateful to 1)r. Edmund Ewan for his unobtrusive management of the Conference "on the day" and his careful
editing of its proceedings.

Members of the Society now look forward to acting as hosts to educational administrators from many parts of the world who
will be attending the International Intei-visitation Programme in Bristol, Glasgow and London in July. The Progriunme is
being organised by the Society on behalf of the Commonwealth Council fo: Educational Administration (of which the Society
is a constituent member) and plans arc now well advanced. We look forward keenly to the personal contacts which the
Programme will bring and the opportunities for developing our understanding of educational administration which it will
afford.

E. W. II. Briault

March 1974.



Staff Resources in Secondary Schools
J. Forsyth McGarity

tier Majesty's Senior C'hier inspector or Schoots Scottish Education Department

The National Problem

The problem of assessing the stalling needs of secondary
schools and of ensuring an adequate supply of qualified
secondary teachers is but one of the %skier problems
associated with the total system of teacher supply and
demand. These in turn are substantially conditioned by
the share of national resources which can he devoted to
the educational system as a sshole.

What this paper is largely about is the attempt in Scotland
to establish a rationale for the apportionment of teaching
resources to and stahin the secondary school sector. The
results of dn. attempt are incorporated in a set of propaatk
for a system of stalling complements applicable to individual
secondary ,,cnoot. the proposals, and the steps leading up
to them, are deserikt1 in the report "Secondary School
Staffing" and the aceImpanying eircularl published in
April 1973 as a basis for consultation. The proposals are
also part of the Government's policy, as set out in the
White Paper "Education: A Statement of Policy", issued
in December 1972, on the resources to be made available
for education in Scotland in the remainder of the present
decadea7 'this paper should be read in conjunction with
these documents.

The White Paper, in setting out a national teacher supply
target for secondary schools consistent with the Staffing
Report proposals, carried the implication that the Govern-
ment would endeavour to ensure that sufficient resources of
money and teachers would be available to meet, but not
substantially exceed, the proposed standards.

In education, as in other social services, there can be no
absolute standard; and little in the way of a measurable
output of performance. Standards tend to evolve out of a
general consensus of what is needed balanced against what
can he afforded, In both of these aspects the Government
cannot remain long out of step with public opinion but
equally it is expected that the Government, representing
general rather than sectional interests, ought to take a lead
with a coherent and rational policy.

The major problem in setting staffing standards for schools
is to tind a method of relating educational aims and
developments to the numbers of teachers needed, having
regard to the wide variety of types and circumstances of the
schools. Traditionally in Scotland the only method of con-
trol has been the prescription of maximum class sizes, but
this is no longer considered to be the most suitable measure
for either primary or secondary schools. Thus from August
1972 the concept of prescribed maximum class sizes in
primary schools was replaced by a system of staff com-
plements related to the total roll of the school and
incorporating provision for the various non-teaching duties
of the stafT,3 This new method of prescribing complements
gives the headtcacher discretion to depart from the trad,i-
tional forms of class teaching if he wishes. Nevertheless the
method can be readily related to given class sizes. The
complements which education authorities are asked to
achieve in primary schools by 1975-76 are in fact based on
the consideration that in a school organised on traditional
lines the average class size should not exceed 30 pupils.
This is clearly an easily recognisable standard for the
public to grasp.

The pilot study carried out by S.E.D. in 1967-68 demon-
strates how much more complex are the factors which affect

S

the stalling needs of secondary schools and how difficult it
is to relate intuitively such measures as maximum class size
or pupil teacher ratio to the real needs of the schools.4
Nevertheless the study led to the conclusion that the wide
disparities in stalling standards which existed between
schools could not be justified on any observable objective
criteria. Thus with the agreement and co-operation of the
education authorities and the teachers' associations, S,E.D,
embarked on a more comprehensive investigation into the
organisation and staffing of Scottish secondary schools with
the objective of developing as fair as possible a method of
assessing stalling requirements. The investigation took two
forms:

A detailed survey of the organisation and stalling of
all Scottish education authority and grant-aided
secondary schools at January 1970; and

(ii) Theoretical studies of the organisation and stalling of
secondary schools with the aid of computer-based
modelling techniques.

The results of the 1970 survey were published in two
volumes of statistics and a commentary.5 The survey pro-
vided a factual basis for the theoretical studies which led to
the publication of the report "Secondary School Stalling".
These will be discussed in more detail below, First, however,
it is necessary to put the proposals in the repots into the
context of the overall teacher supply-demand system in
Scotland.

Establishing staffing standards for individual schools is
only part of the problem of assessing total teacher demand.
This requires, in addition, the measurement and prediction
of the numbers of pupils to be taught, and the conversion
of individual school standards to a national pupil-teacher
ratio. Accurate prediction of demand is in turn a pre-
requisite of an effective policy to secure art adequate supply
of teachers. Predicting trends in teacher supply involves
many difficulties and uncertainties. The future stock of
teachers is determined not only by the numbers recruited
each year but also by the numbers who leave teaching.
Predicting trends in recruitment involves making assumptions
about proportions of school leavers who arc likely to go on
to various branches of higher education, and of these how
many are likely to want to enter teaching. Account has also
to be taken of those who will come into teaching after a
period in other employment. Trends in wastage are notori-
ously difficult to predict. Wastage can take many forms
teachers who qualify but do not enter teaching, young
women who leave teaching to bring up a family, and age
retirements are the main but not the only causes of wastage.
Partly off -setting wastage arc "re-entrants"mainly qualified
married women who, having brought up a family, want to
return to full-time or part-time teaching.

Several factors complicate the task of ensuring an adequate
supply of teachers, First, teachers are not a homogeneous
inter-changeable population. The teaching force is made up,
in reality, of a variety of different categories of teacher, each
of which has its own particular pattern of demand, recruit-
ment and wastage, and must therefore to a large extent be
considered separately. In Scotland specialisation in the
teaching force is taken further than in most other countries.
Although the qualification to teach in a secondary school is
a general one, in fact, all teachers employed in secondary



schools hold at qualification to teach a particular subject or
subjects obtained after a specialised course of training tt ith
specific degree- subject or other entrance qualifications, It is
true that many teachers are qualified to teach mote than
one subject but narrower specialisation seems likely to
increase as the proportion of honours to ordinary graduates
entering teaching increases. Within the general school
system, moreover, Roman Catholic schools form it largelt-
separate sector!, although Roman Catholic teachers do
teach in non-R.C. schools and vice versa, Thus, because of
the limited inter-changeability of teachers in Seotland,
shortages in one branch of the teaching force Cannot
easily be made up by surpluses in another,

Another important feature of the teacher slippl> -kit:1113nd
system is the timelag between demand and supply. The
slice of the general population which produces pupils and
creates a demand for teachers is a different slid from that
which provides the teachers: consequently fluctuations in
the birth rate may produce a tendency for teacher demand
and supply to be out of phase. As it takes up to S years to
train a teacher, supply is not readily responsive to changes
in demand. There is thus a tendency for the system to
oscillate between under- and over-supply through over-
correction, unless there is careful prediction and planning,
To take steps to remedy shortages or surpluses only siren
they actually occur is likely to be too late, Since the Second
World War, demand for teachers has increased fairly steadily
because of a growing pupil population, and despite measures
to increase recruitment, supply has only in the last year or
two begun to catch up on demand, A new situation is how -
ever developing, with a falling-off in the rate of growth in
pupil numbers leading to an actual decline. This trend is
already affecting the primary schools and will begin to affect
the secondary schools in a year or two, although not before
the traumatic experience of the present session, 1973 -74,
when the much larger increase in pupils resulting from the
raising he school !caving age has prodaced serious
although, tse trust, temporary difficulties in many schools.

Many factors bring about changes in the relative demand
for teachers of different subjects including changes in the
distribution of pupils over the various age ranges, the sub-
jects they are offered, the balance of the curriculum and the
accepted sine of teaching groups, Because of the specialised
nature of teacher qualifications, supply cannot quickly be
related to changes in relevant demand.

Geographieal considerations are also important. It wars
the existence or substantial disparities in the stalling of
schools in different parts of the country whieh provided
much of the impetus for the investigations made by S.F.D.
into secondary school stalling. The time-lag between demand
and supply, coupled with a tendency for education authorities
to lay claim to their own home-produced teachers, creates
situation where, other things being equal, areas of popula-
tion growth find it difficult to increase their teaching staff
to keep up with rising demand. The distribution of Roman
Catholic schools is another vital factor in geographical
disparities, because of the relatively greater shortage of
Roman Catholic teachers. Where a variety of adverse
(actors coincide, as in certain types of Roman Catholic
schools in the west of Scotland, shortages can continue to
he serious even when the general supply of teachers is
improving.

In Scotland all teachers in primary and secondary schools
mifa hold an appropriate qualification and be registered
with the General Teaching Council for Scotland, 7 In effect,
this means that teaching in Scottish schools is restricted to
fully qualified and trained teacher:. It is no longer possible
to make up casual shortages by employing unqualified
teachers,

It will be evident from this brief discussion that a great
many complications and uncertainties attend any attempt to
predict the national demand for teachers or to predict trends
in teacher supply. The penalties of wrong prediction, pro-
ducing either over- or under-supply of teachers, can obviously

be extremely serious. It may be asked whether it would not
be better to leave teacher demand and supply to normal
market forces,

The question is a pertinent one, and the answer must he
to some extent a matter of opinion. It is the view of S.F.I),
that the (iovernment's concern with the management of
national resources, as se( Out for example in (he 1972 White
Paper, requires a national planning effort to control and
influence the teacher demand-supply system in Scotland in
order to achieve the stated aims in the interests of all con-
cerned. Left to its own devices, it is probable that the system
would produce an oscillation between over and under-
supply which would be in no-one's interest. Without reason-
ably well defined stalling standards, and a capacity to
influence the teacher demand-supply system, it will not be
possible to achieve adequate and equal educational oppor-
tunities for all pupils. The effort made by S.F.). to solve
the undeniably formidable problems will now be considered.

Ibis the problem is being tackled
The key to solving the problem of assessing needs and of

ensuring an adequate supply of teachers lies in an under-
standing of the elements and inter-actions in the teacher
demand-supply system including not least the circumstances
and aspirations of the schools themselves. To achieve such
an understanding, to the point where reliable predictions
can be made, S. have adopted what has come to be
called a "systems approach", This involves creating con-
ceptual and quantitative models of the system of teacher
supply and demand, testing the models with real or hypo-
thetical data, and observing the effects on demand or
supply, or both,

Mention has been made of the complications and un-
certainties in the teacher demand-supply system, and indeed
what has been said is Very much a simplified picture. There
are, however, some characteristics of the demand-supply
system in Scotland which are favourable to the understanding
and control of the system, One is that the system is largely
closed, with sufficient inherent stability for trends to be
discerned and predicted, This situation could change in the
future, but at present Scottish teachers are almost entirely
produced in Scotland to meet a Scottish demand-. there is
relatively little movement over the border and such move-
ment as takes place at present can be accommodated without
much difficulty, Teaching moreover is a career profession,
and the stock of teachers does not change arbitrarily or at
short notice. Perhaps the most advantageous femme, how-
ever, is that Scotland is a small tightly-knit community:
communications between S.V.D. and other parts of the
system are good, and the total amount of information
needed to understand and influence the system is not too
great to he dealt with economically, at least with modern
methods of storing and processing data.

Although S.L.1). have adopted a systems approach to the
problems of teacher demand and supply, and have developed
a number of useful models, it must be stressed that our
ability to predict and influence the future behaviour of the
system is far from complete. There are many aspects of the
system which are subject to considerable uncertainties: for
example, the effect of alternative job prospects on teacher
recruitment and wastage. We are conscious also of gaps and
inadequacies in our system of collecting and processing
information and have embarked on a radical overhaul of
the whole information system on teacher supply and demand
which will necessarily take sonic years before it can yield
fully adequate trend data. It has also to be recognised that,
even if our predictive capability were improved, our ability
to influence the workings of the system would be far front
complete: we do not employ the teachers, and many vital
decisions affecting teacher supply are and will continue to
be outwith our control. It is, however, desirable that we
sho.ad constantly endeavour to improve our understanding
of the system and our forecasting capability in order to



ensure so far as possible that action is taken by ourselves
and others to keep the supply of teachers as near as possible
in line with demand and, in particular, to prevent serious
shortages front Occurring.

The Secondary School Staffing Model

The models so far designed by S.F.D. cover various
aspects of the teacher demand-supply system, but special
mention will be made here of one of these, the Secondary
School Stalling Model. This is of particular importance
because it has been designed and used by S.E.D. to study
the factors affecting stalling needs in secondary schools and
to formulate the system of staffing standards set out in the
Secondary School Stalling Report, It has also been used in
the assessment of total secondary teacher demand on the
basis of the proposed standards.

The Secondary School Stalling Model is fully described in
the Secondary School Stalling Report, from which the
follow ing summary description is taken:

"Briefly, the Secondary School Staffing Model is a
sequence of mathematical operations which links together
the various factors affecting the staffing of a secondary
school and enables a list of stalling requirements as well
as other relevant information to be produced. All the
factors affecting staffing are treated as input variables
which can be given any desired value. Thus the model
can be used to simulate any conditions or organisational
patterns likely to be found in a secondary school with a
view to studying their effeet on stalling, The contribution
of the computer to this technique is that it enables the
calculations to be repeated quickly and accurately for
different sets of input variables, and the results compared,
in a way which would not otherwise be practicable."

The input variables recognised by the model include the
roll of the school at each yearly stage, the courses and sub-
jects offered and the proportion of pupils taking these, the
acceptable maximum size of teaching group for each subject,
stage and level, period allowances, allowances for various
non-teaching duties, and a "float" of teacher-equivalents,
expressed as a percentage addition to the total teachers
calculated by the model. The purpose of the "float" is to
provide is measure of additional flexibility: in the use of
teachers, covering for example timetabling difficulties and
casual absences. It could also be used by an individual
headteacher to make more generous provision in any
particular aspect of his school's organisation which he con-
siders requires it. As the percentage "float" is a variable,
it can also be used by the modeller to move standards up
or down with relatively minor limits while keeping the other
variables constant. The output of the morel consists of
estimates of teachers required for each subject and stage,
together with such other information as as:erase class sizes,
average pupil contacts per teacher, and overall pupil-
teacher ratio.

Provision for remedial education is covered by the model
in two ways, both or either of which may be used: first, in
tire form of separate classes for the least able pupils, secondly
by a special allowance of teacher-equivalents to cover the
remedial education of pupils withdrawn from normal classes.
In either case the item is treated as a variable so that
different levels of provision can be modelled.

It is important to stress that the model itself is merely a
set of logical steps which produce a teacher requirement
according to the values assumed for the input variables. It is
therefore entirely neutral and does not itself incorporate
values. More than 400 sets of variables representing a wide
variety of types and circumstances of schools and different
organisational patterns have so far been tested, using the
model. Among the particular aspects studied were the
following:

(1) The effect of the size of roll on pupil-teacher ratio,
other assumptions being held constant.
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The characteristic curve shown in Appendix 1 to this
paper was obtained, demonstrating that economy in stalling
increases k1ith the size of school, Beyond a given point,
however, the increments of roll produce a diminishing return
in terms of increase in pupil-teacher ratio. The position and
slope of the curve varies according to the particular assump-
tions made about internal organisation and other factors,
and it is not possible therefore to generalise on what is an
"economic" size of school, The use of the model however
enables given assumptions to be quickly assessed in terms
of the effect of size on P.T.R. and so, amongst other things,
contributes to a more informed consideration of the point
at which the stalling economy of large schools is outweighed
by other possible disadvantages.

(2) The effect of type of school on pupil - teacher ratio,
other assumptions being held constant,

Again the results are dependent on the assumptions nude,
for instance about courses offered and class sizes. For a
given set of assumptions a comprehensive organisation was
found to be less economical than a combination of selective
forms for the same number of pupils, In practice, however,
comprehensive schools serving is given catchment area will
be larger than selective schools: for a town of around
25,000-30,000 inhabitants, the modelling of different
arrangement:, of schools of different types suggested that
an arrangement of two comprehensive schools each of
about 1,425 1.upils would he as economical as any other
likely arrangement.

(3) The effect on stalling requirements of different
assumptions of maximum class size.

The 'ihility to model different class sizes, keeping other
variables constant, is extremely valuable, not only in showing
the effect on total stalling requirements and costs but also in
revealing differential effects, for example on the numbers of
teachers needed for different stages or subjects. A constant
reduction in class size for all subjects would, for example,
alter the relative demand for teachers of different subjects.

(4) The effect of differences in curricular organisation.
The term "eurricutar organisation" is used here to cover

such matters as the courses and subjects offered, the pro-
portion of pupils allocated to examination and non-
examination subjects, and the period allowances for dif-
ferent subjects. This is possibly the most useful as well as
the most difficult feature to model, as in practice it is
unlikely that differences will affect only one variable at a
time, The method adopted was, broadly, to model a "con-
sensus" view of a reasonable organisation for a comprehen-
sive school of 1,140 pupils, and then to observe the difference
in stalling requirements for a variety of alternative forms of
organisation extending from highly streamed limited-choice
systems to systems embodying setting across the whole of a
year group. In preparing the curricular assumptions advice
sought front a group of experienced hcadteachers was used
to supplement evidence from the 1970 survey. Among th.:
valuable insights provided by the model was the light
thrown upon the effect of different option arrangements
on staffing needs,

(5) The effect of differences in option "take-up",
The proportion of pupils who decide to follow particular

courses and subjects varies from one school to another and
is affected by the particular arrangement of subjects in
option columns. The model was used to simulate different
option arrangements and pupil take-up and study their effect
on total and on subject teacher requirements.

Front the application of the model to a large number of
different circumstances and assumptions, it was concluded
that the most equitable method of setting staffing standards
for individual schools was by a system of staffing com-
plements incorporating a "basic complement" related to
the roll of the school at the various yearly stages, sup-
lemented by a number of allowances in teacher-equivalents
linked to particular characteristics of the school. The basic
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complement incorporates a pro rata allowance Of non-
teaching time for each teacher ant. I for itdministrative duties
within the subject department. A separate "F.D.A. (Extra-
Departmental Administration) allowance" is added for
administrative duties outside the subject department, includ-
ing those of the head and deputy heatheachers and of
guidance staff. Other allowances comprise a "remedial
education allowance", the "float" already mentioned, and
art allowance to cover leachers released for in-service training.
The last two allowances are related to the basic complement
plus fi.D.A, allowance and are equivalent respectively to

and 4 °u of the total complement, A further allowance,
to provide it lighter load for teachers in their lust
year of probation, is included but is not intended to come
into operation until 1976. The differing stalling needs of
schools with selective and non-selective forms of organisation
are recognised by haVing three separate sets of complement,
covering respectively non-selective schools, selective schools
with certificate courses only and selective schools with non-
certificate courses only the essential differences lie in the
basic complements for years Sill and SW and in the
provision made for remedial education.

The proposed set of complements for non-selective schools
is shown for illustration in Appendix 2,

The assumptions on ahich the values of the basic com-
plements were calculated are clearly set out in the Secondary
Schools Stalling Report, which also gives an indication of
the kind of variations which would be possible within the
same total complement. The assumptions incorporate a
normal maximum class size of 30 for classroom subjects in
SI-SW, 25 for classroom subjects in SV and SV1, and 20
for all practical classes. Actual class size, will depend on the
roll of the school and on its internal organisation. The
average size of class possible in a comprehensive school of
about 1,150 pupils within the basic complement is around
22 pupils, In addition, the 5% float could be used partly if
desired to reduce class sizes selectivelyfor example, those
of non-certificate pupils in Sill and SW; the Report shows
how this might be done. The float and the various other
allowances provide for improvements on present general
standards -for example in the provision made for remedial
education and for in-service training,

The system of staff complements embodies a high degree
of flexibility. First, by having different complements for the
three stages SI MI, Slit SW and SV-' and for
selective and non-selective forms of organisation, the com-
plements can be automatically adjusted to the type of school
and the distribution of pupils within the school. A school
with it relatively large number of pupils in the upper stages
Will, for example, have a larger complement. The complement
is also automatically adjustable for schools in a transitional
phase, for example, those changing front a selective to a
comprehensive organisation, and for schools with an atypical
distribution of roll. The remedial allowance and the in-service
training allowances are intended to be treated as norms
which may be increased or decreased according to the need
for remedial education the school and the actual incidence
of in-service training. An essential feature of the system is
that, although total staff complements are built up by a
system of basic complements and allowances, and arc clearly
related to identified needs within the school, the headteacher
is left entirely free to deploy the teaching staff in any way
he wishes within the total complement, thus maintaining his
traditional freedom in regard to internal organisation and
curriculum, Indeed, it is proposed to remove the existing
statutory constraint on maximum class sires, so that,
although the total complement will enable class sizes not
to exceed the limits already mentioned, the hcadteacher
will be free to arrange larger groups, e.g. for lectures,
as required.

The system of staff complements contains no prescription
or guidance on how total complement should be distributed
amongst the various subjects, This was deliberate. The
evidence of the 1970 Staffing Survey and of the extensive

use of the Stalling Model showed that the relative need for
teachers of different subjects within an overall complement
depends on a variety of factors which may be classed in
3 groups; external or given, e.g. the distribution of the roll;
curricular -the courses and subject choices offered, period
allowances and so on: and the actual chokes made by the
pupils. The interplay of these factors produces quite different
subjeetteaeher requirement,, and it would, in our view,
have been quite wrong to lay down standards for the number
01' teachers required for each subject. It will, of course, be
necessary for S.F.D, to be able to assess and predict the
national do rand for teachers of specific subjects. The adop-
tion of a uniform system of total staff complements will
make it possible to monitor, by regular returns from schools,
changes in relative demand for teachers of different subjects.

Finally it should be mentioned that it is recommended
that the standards should not he mandatory. It is recognised
that, despite the very high inherent flexibility in the system
of complements, exceptional circumstances may justify
departures from the standards in specific eases. it is also
considered to he impracticable and unnecessary to lay down
standards for very small schools-broadly those with under
200 secondary pupils. For these reasons it was decided that
no power. should be sought to embody the standards in
regulations.

The total available supply of secondary teachers in
Scotland, and the disparities which exist between different
parts of the country and between individual schools, make
it impracticable to suppose that the standards can he brought
into effect immediately. Consequently it has been recom-
mended that all authorities should adopt them as a target
to be achieved not latt:r than 1977-78 in all schools. In the
meantime it is recommended that authorities should intro-
du,,e the system of staff complements front ses.3icn 1974-75,
w;th the actual standards adjusted in accordance with
available supply.

it should be stressed that these proposals for new stalling
standards were put forward for consilcration and comment
by education authorities and other interests. The process of
consultation is well under way and it is hoped that final pro-
posals will be issued early next year. Whatever the ultimate
outcome, we trust that he proposed system of staff com-
plements is at least thought to be a worthwhile attempt to
rationalise the method of assessing staffing needs fur secon-
dary schoois in Scotland. But much remains to be done to
refine the technique and to provide for further developments.

From he point of view of education authorities and
schools we bciieve that the publication of the Staffing Report
and of the results of the Secondary Schools Stalling Survey
have given a fresh impetus to an already growing interest in
Scotland in efficient organisation and use of teaching
resources, as illustrated for example by the introduction in
1972 of a national centre for school administration, embody-
ing an advisory' service on secondary school timetAling, in
Moray lfouse College of Education, The emphasis on
managerial problems in schools is a true sign of the times.
It reflects the incredible complexity and difficulty of organis-
ing a large secondary school efficiently. It also reflects the
wide discretion and responsibility placed upon hcadtcachers
and senior staff to ensure that schools are efficiently run. It
reflects above all the growing recognition that teachers are a
valuable resource which must be carefully hushancied,
Nothing in what is said in this paper detracts in any way
from the prime purpose and duty of schools, which to be
concerned with the education of the pupils. On the contrary,
it is only by efficient planning and use of teaching resources
that the educational and social roles of the schools ert be
efficiently maintained and progressively improved.

secoaclori. school shithi;,,, a report on NeCnildnrS SChod orgnilisti-
I m and .stalling in Scotland, with proposals for new .staffing
standards, H.M.S.°, 1973. Price 85p (by post 93ip).
Scottish Education Department Circular No. 865cccondary
School Stalling Report, March 1973.
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S.E. No, 776, 11.M.S.O. Price 5p thy post Sp).
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6. Roman Catholic schools are run by education authorities in
the same slay as non-denominational schools. Teachers in
Roman Catholic schools are appointed by the education
authority but the Catholic Church authorities have a statutory
right to satisfy themsehes as to the religious faith and
character of teachers appointed.

Response: A. G. Robertson
ileadmasters are always prepared to state the aims of

their schools but find it much more ditlisult to explain how
these aims are achieved. 1 think all would agree that part
of the answer lies in having the best possible quantity and
quality of staff in the school, and I am, therefore, glad to
have this ovportunity to respond to Mr McGarrity's paper
which is bawd on the Scottish Secondary School Stalling
Report (19731.

First of all I must commend several features of the Report.
The data included are based on an analysis of a national
questionnaire to schools. The resulting "stalling model" is
used to study the effect of changing a variety of school
variables. And the report contains a mass of relevant and
interesting information concerning teacher supply and
demand, school types and rolls, class sums, subject require-
ments, pupil-teacher ratios, and implications of different
organisations and curricula. All of these are worthy of study.

The Report makes certain specific recommendations about
staff complements, based on the stalling model. These com-
plements are related to requirements at various stages of the
school, extra-departmental allowances, in-service training,
absent teachers and remedial teachers. Thus it appears that
a fairly sophisticated instrument of measurement and pre-
diction has been developed, My main complaint here would
be that several of the allowances are inadequate, and
should be increased.

As an illustration, the model makes the following provision
for a comprehensive school of 1,475 pupils: 24 teachers for
S I and II (500 pupils), 30 teachers for S III and IV (600
pupils), 22 teachers for S V and VI (375 pupils), 5 extra-
departmental teachers, 3 remedial teachers, 3 for "float"
and 3 for "in-service", a total of 90 members of staff,
giving a pupil-teacher ratio of 16:4:1.

Two major assumptions have been made in the Report,
which weaken the foundations, in my view. One is the
estimate of teacher supply and the other is the percentage
taken for teacher wastage. Neither estimate is reliable, and
errors can affect the overall supply-demand situation quite
drastically.

Also, there are certain unyielding factors that this kind of
model cannot take into account. One is the relative imbalance
of staff from region to region, and the other is the shortage
by subject, In ten Renfrewshire schools, for example, the
total shortage is 100 teachers, and this is largely a geo-
graphical shortage. In this County, nearly all subjects are
short of teachers, particularly art, technical, business studies
and modern languages, and to a lesser extent mathematics,
science and English. Another County advertised nationally
for over 50 teachers recently'. The shortage, in places at
least, is much more severe than national pronouncements
indicate.

As the Report states, the whole supply - demand mechanism
is Very complex and tends to oscillate if left to operate
naturally. Whether the use of the stalling model will dampen
the oscillation about a satisfactory mean remains to be seen.

Another factor that may obliterate the model's sophistica-
tion is that of comparative salaries and shortages in other
occupations. One constantly meets students who have turned
away from the teaching profession because of more attrac-
tive salaries and conditions elsewhere.

In my experience, teaching has much to offer. A satisfying
and stimulating life if conditions are good; new methods,
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subject content and facilities; a reasonable element of leisure
time, albeit relatively less than formerly, and associated
opportunities for developing, personal and community
interests; a sense of security which is more important,
perhaps, in these troubled limes.

Against these one can cite other factors. An atrocious
struggle in bad conditions. with antagonistic pupils and
antipathetic parents and public; an increasing political
pressure on the educational system such as B,S.L.A., with
its consequent reluctant pupils, over-large classes, and staff
and accommodation shortage: the enforced philosophy of
common courses in mixed ability classes for one or even
two years in the beginning of the secondary school stage;
the generally bad publicity given to the teaching profession
by the media; finally salaries, an over-riding influence in the
supply of teachers which neither the country nor its politicians
have understood or accepted.

All of these factors, for and against, and many others,
influence the long-term staffing of schools, The Stalling
Report and Model provide an incentive to study the
problems and to seek sonic perhaps too theoretical answers.
But I am certain that the only real and lasting solution will
be provided by a substantial improvement in the salaries
and status of the teaching profession.

Response: W. Murray White

I, Pressure of time forces me to condense my response to
Mr Mc Garrity's admirable paper to an extent which may
well prevent me from doing justice to the many major issues
which it raises. In an attempt to minimise this injustice I
propose to divide my response into 3 parts. The first will
draw attention to the similarities between the Scottish situa-
tion and that obtaining elsewhere in the United Kingdom.
The second will refer to certain markedly distinctive features
and my third phase will attempt to look forward to both
the potential and the hazards of a sophisticated analytical
approach.

2. First then, the common features, or those that were
common until the new Scottish approach was developed.
While overall financial constraints of various kinds have
been exercised by central government, decisions about the
input of teaching resources have been largely delegated to
local authorities and priorities in the deployment of resources
so provided have been left to individual schools. In spite of
our quota system, aimed at limiting geographical maldistribu-
(ion we rind that local authority input control, normally
exercised through imposed staff -pupil ratios reveals, even
more than in Scotland, variations in input far in excess of
any measurable differences in needs. The outcome is to
present schools with irrationally varying complements of
staff and rely on them to bend their assessments of need to
conform to these resource constraints. The second common
constraint, operating in the opposite direction, is the con-
cept of maximum class SIM. This somewhat crude instrument,
operated perhaps somewhat more rigorously in Scotland
than elsewhere, was designed to act as a remote lever ensur-
ing that overall provision in any school should not fall
below an extremely modest minimum and to place limits
on the extent to which large classes in one part of a school
could he used to subsidise much uneconomic provision else-
where. A third shared feature is the growth of "middle-
management- posts and an increase in the non-teaching
time allocated to the functions they are expected to perform.
This development reflects both an increase in the size and
complexity of schools, requiring structural arrangements for
matters which in smaller schools might have been dealt with
informally and a marked growth in the responsibility of
schools to supportive functions mainly in the areas of
personal and vocational guidance.

3. The differences between England and Scotland to
which I wish to draw attention include:-

(0 England is larger, less compact, consensus is less
easily obtained and there may be less response to
central influence.

(iii England has 2 examinations, at treseitt, at Its, one of
which, C.S.E., has the obligation to examine what-
ever schools choose to teach. This leads to a more
diffuse pattern of options, with a greater tendency
for the proliferation of small groups. A looser pattern
arises from the less clear demarcation between
examination and non-examination courses.

(iii) Indeed, the whole system is less cohesive with indi-
vidual schools, all considered secondary, covering
different age-ranges. The range of size is also
somewhat greater.

(iv, While both countries share the simple definition of
"qua/itied teacher" specialists in England are probably
less clearly defined; ambition, pressure and experience
combine to produce teachers who have acquired
specialisms additional to or different from the
discipline of their original training,

(v) Diversity extends to the time-table. The term "teacher
period" has no longer any general meaning and may
be a unit of time varying in different schools from
:15 minutes to over an hour, as well as being part of
tint -.table cycles of any length from 5 to 10 days not
excluding such esoteric examples as a 7-day time-
table round is fixed Wednesday.

4. I Lane briefly outlined similarities and differences in
the factual background to the two situations. The differences,
especially the much greater range of organisational variations,
together with the difficulty of defining the spccialisms of
teachers alongside considerable growth of new subjects and
inter-disciplinary developments enjoying a variety of
umbrella titles, would make an English exercise, parallel to
the Scottish survey, almost impossible. On the other hand,
the basis, similarity of the problems has led to the increasing
use of analytical approaches with aims consonant with those
of the more massively detailed Scottish exercise. While there
is nothing in the way of an English survey, some authorities
and some schools are beginning to use mathematical tools
to investigate the relationships between input and opera-
tional variables. Four outcomes from this development
merit mention.

Ii) Many authorities have introduced more sophisticated
staffing formulae, using differential ratios for various
age sectors, together with discretionary additions
designed to meet special needs. This sophisticittion
does not derive from a precision of analysis com-
parable with that in Scotland but could more properly
be described, in racing parlance. as by hunch out of
expeinence.

(ii) Unfortunately', the only concession to site, a variable
whose importance is less recooi.ed in England, is
the occasional injection of an extra teacher to help
small schools, defined by authorities as below some
erratically arbitrary minimum enrolment.

(iii) There is awareness of the size problem, however, in a
different context. In the past few years there has been
a slight but steady improvement, nationaliy, in average
teacher-pupil ratios and there is concern that this
has not led to any proportionate reduction, either in
average class size or in the number of ovLr-size
classes. The explanation is that the additional teachers
provided as a result of improved ratios have been
mainly used in boosting the amount of non-teaching
time. For this, there are both positive and negative
reasons. Positively, many schools have elected to
increase their nou-teaching time to enable the many



additional functions which they have sought or have
had imposed on them to be more adequately carried
out. Negatively, in some schools, there has Ixen no
alternative to increased non-teaching time since fully
used accommodation provides no extra spaces in
which the additional teachers could operate.

(iv) Failure to bring down the number of oversize classes
arises from, among others, 2 main causes: (a) the
conjunction of the concept of form-entry (in multiples
of 30 pupils) and the remedial problem. Some, but
by no means all, of our schools choose to isolate a
remedial group for all or much of its curriculum. If
the numbers in such a group arc restricted to 20, as
they commonly are, it follows that in a 6-form entry
school, either the remaining classes will exceed 32 or
the 6-f.e. school will have to operate, in part at least,
on a 7-Ie. organisation: (h) the second cause is that
the additional teachers have been fed into the upper
parts of the schools enabling ever-widening choice
to be organised in small groups, subsidised by over-
size classes in the earlier years.

5. May I conclude by offering a number of isolated
observations on the Scottish survey, its staffing models
and its general approach.

(i) I welcome this development and I am somewhat
envious of the amount of hard fact now available to
decision-makers in Scotland and of the speed at
which reaction is possible to changes in the input
variables.

(ii) I am less sure about the operational variables. The
concept of the float, designed to retain considerable
freedom to the individual school while preventing
unlimited cost escalation, is admirable, but I wonder
whether external pressures may not force schools into
using the float to preserve the status quo rather than
fundamentally to re-examine their priorities. There
are certainly schools in England which would Lind it
hard to resist pressures to use any increased room
for maneouvre to enlarge rather than to diminish
present imbalances in the deployment of their
resources.

(iii) Models cannot take care of everything, and the
pressures to which I have referred are one of the
incomrnensurables. Another constraint to which 1
have already referred, is that of accommodation, I
may not have read the Sottish papers with sufficient
thoroughness but I did feel that this particular con-
straint had been somewhat under-emphasised. I am
not sure whether we are yet sufficiently aware of the
circular nature of this problem. Existing curricular
practice influences current provision of accommoda-
tion which in turn dictates or constrains the
curriculum of the future.

(iv) There is a similar circularity between the curriculum
and requirements of the various categories of teachers.
We aim to recruit the numbers of specialists needed
to meet present curricular objectives and, if we get
them, the availability of their expertise then constrains
the ways in which the curriculum can change. This
is a problem which confronts schools anxious to
change. They may have long-term objectives requiring

a different balance of stalling and, theoretically, turn-
over should make such changes progressively possible.
Unfortunately, the impact of turnover is unpredictable
and there 1$ an obligation on schools to sustain
curricular programmes to which pupils are already
committed, This produces a conflict of objectives.
long-term intention to change suggests replacement
of one snecialism by a different one but the ongoing
commitment requires direct substitution.

(v) 1 am also concerned about the balance between
delegation and accountability. I am sure that, in
principle, we ought to preserve the freedom of
schools to determine their own priorities. But ought
there to be limits within which this freedom should
work, not rigidly applied, but requiring reasons,
susceptible to negotiation, if schools wish to move
outside these limits? A particular example will make
my point. There would be understandable opposition
to any attempt to prescribe minimum teaching group
sizes, and rare, very minute groups can undoubtedly
be justified. The question is as to how far this can
go, and the virtue of broad analyses of deployment
is that they encourage the critical examination of the
cumulative effect of changes, each of which could
no doubt be defended in isolation.

(vi) Finally, I hope that these new developments will lead
to a new scrutiny of contact time, in which emphasis
will shift from concentration on the quantity of con-
tact to its quality. Ought we, for example, to re-
examine three particular questions?
(a) In our fourth and fifth years and I suspect also

in Scotland, there is the anomalous situation that
compulsory subjects arc taught in the largest
groups, using the minimum of resources while
more peripheral activities may be organised for
very small groups consuming resources at many
times the rate of the compulsory sector.

(b) Should time allocations at all levels be more
related to group size? Have we evidence, for
example, that the outcome of (say) 3 periods of
teacher contact with a group of 20 would be less
beneficial than a larger number of periods spent
in much bigger groups?

(c) Have we got the right balance between the common
core of the curriculum and the optional elements
and if we continue to allow a vast range of choice
at 14 arc we satisfied that syllabuses and schemes
of work arc planned accordingly? In England, I
fear that most subjects arc conceived entirely in
terms of those who will continue and no questions
are asked about the surrender value of those
subjects which options systems permit or compel
pupils to give up at an intermediate stage.

7. These last points have little direct connection with
staffing models. I have mentioned them because I am slightly
anxious that we could become over preoccupied with how
we organise at the expense of concern with what we are
organising for. I am sure that models and analyses can
illuminate the professional value judgements that have to
be made. I do not think they can make these judgments
for us.
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have been racked by doubt ever since 1 undertook to
write this paper, Not so much because of lack of knowledge
of the subject, 1 presume it is not expected that I, uncon-
nected professionally with either end of the problem, can
offer more than an amateurish and superficial comment or
two. Nor did my doubts arise beCauSe, as "Education" not
too delicately put it in their notice of the conference, two
very knowledgeable people "will be sharpening their wits on
Mr Bitiley". I am glad to accept the humble but useful role
of strop for their razors.

No, my real anxieties began when I sought help from
Deryck Mumford, Principal of the Cambridgeshire College
of Arts & Technology, who has long advocated amalgamat-
ing school sixth forms and further education colleges. Ills
stated objective "to provide a better range of opportunities
with given resources' appeared admirable, but his solution
seemed by implication to be excluded from my terms of
reference, lie went on, "I have not given consideration to
joint use of resources by schools and Further Education
colleges because long experience has suggested to me that
to get any two educational institutions to co-operate about
anything is virtually impossible."

Even if this is only partly true it provides, as they say,
food for thought. It has led me to conclude that we should
consider first of all the grounds on which we justify having
two separate sets of institutions each involved in the educa-
tion of the s age group. And I am afraid that this in
turn has led n,e, to some rather sweeping generalisations in
the next section. It would be presumptuous to call them a
statement of principles, They are no more than the first
thoughts 1 tentatively bring to the matter, stripped of proper
qualification in the interests of space and perhaps ever-so
slightly exaggerated here and there in the interests of stirring
controversy.

Ilistory and all that
1 wonder if you share my, growing fear that, as a country.

we may have too much history for our own good? Nation
after nation, since the last vs;tr, seems to have been able to
break away from or build on its past, economically and
politically, while we contemplate our ancestors' naxels. We
appear to seek confirmation there that the world owes us a
living. in spite of mounting evidence from more credible
sources that it acknowledges no such debt. Nor do we now
seem to have any great ethical, cultural or political con-
tribution to make. We arc satisfied with what we consider
to have been our virtues in the past tolerance, good sense.
give and lake. Asa result sic depend too much on com-
promise and not enough on declared and worked out

The close inter-action of educational and social factors in
our way of life makes it inevitable that what applies to
society in general applies to the education system in par-
ticular. It is it chicken and egg situation, and no-one can be
absolutely certain what is influencing what. Education for
us is part-determinant, part-product of social factors, and
our system is such a precarious balance of interests local
versus national. individual versus institutional, professional

versus lay, for instancethat it has become a kind of corn-
promise machine. It is also one of such complexity that we
have to devote inordinate effort to secondary things, like
machinery and organisation.

Bence, perhaps, the inclination to regard as a matter for
comprothise thrOugh manipulating resources the question
now at issue. Should we not first look at the cause of the
problem? Certain institutions called schools have grown up
in one part of our system; certain others called colleges of
further education have grown up in another. It is not our
custom to fret about such haphazard growth. We arc inclined
to dignify with the name of tradition the disreputable habits
that have led us where we arc. Certainly we can say that the
problem stems front two separate traditions that have
influenced the creation of schools and of colleges and assume
that this means they must both continue unchanged. But
this does not alter the fact that we have no national policy
about the right educational environment for 15 to 18 year
olds, and that we have two rival groups competing for the
favours of these young people,

The academic ethos of our maintained secondary schools
has emerged rather than been created. I say nothing of the
legacy of a nonsensical tripartite division once proudly pro-
claimed to reflect three categories of young human being,
and the shaky foundations of past decisions about ages of
transfer, except that they illustrate how our education system
has had the power of self-fulfilling prophecy built into it
from the beginning. My immediate concern is the mixed
heritage of public school and public elementary school
attitudes with which history has endowed the secondary
schools now run by local education authorities.

The result, with a standard model that provides education
simultaneously to children of I 1 and young adults of IS or
19, seems to me open to criticism. And the doubts are not
removedin some ways they are increased-. by offering the
seven-year stretch to children of all levels of ability. What
impels us to restrict curricula and aspirations to preserve an
elongated age-range in schools for I t l8 year olds? At the
top of these schools there is the sixth form. flowering away
in the public school tradition. At the other end there has
been a gratuitous addition to the conventional age span.
And in the middle we may have all or some of every variety
01' subsequent educational thought or administratively
convenient notion.

One of the varieties is the product of a different tradition.
A great deal of nonsense has been talked about the voca-
tional element in education. The term is often used pejora-
tively or at least patronisingly when applied to the education
of the hulk of the population but we tend not to apply it in
this way to training for, say, the law. In fact it exemplifies
one of our sillier snobberies. But what I refer to here is the
provision of vocational education for ordinary folk by the
night schools and their successors.

The inheritors of this tradition are the colleges of further
education. Today they are widely regarded with suspicion
when they shots signs of extending their influence vulgarly,
peddling their wares, likely to turn decent school children
into nameless horrors with specious promises of adult
atmosphere. Thus W. R, Elliott, Senior Chief Inspector of



the in a speech in 1970 poked mild fun at those who
claim "that something seductively labelled Adult Atmosphere
is what the young desire and need- and that this com-
modity is the preserve, apparently for ever, of certain types
of institution: that a break N't WI one's past and a leap
forward into the unknown is a tremendous stimulus."

One should not perhaps make too much of one small
conunent in a lengthy, wide-ranging speech land one that is
full of wit and charm) and no-one pretends that the further
education sector is without blemish. Just at this point
though it SeCIlli a pity that Elliott's criticism was not
directed at the present organisation instead of at the desire
to offer young adults an appropriate environment (a desire
shared by many schools, as he himself implies),

But then, we are all organisation men today. In education
this is no more than an extension or another tradition. Our
preoccupation with creating and running institutions too
often leads us to put the claims of schools or colleges before
those of the people they are intended to serve. We almost
seem to assume at times that these places have a life of their
own, that they are somehow the reality and the young
people in them merely shadows,

Philosophy and all that
Our preoccupation in all branches of the service has teen

with institutions, not ideas. Of course it can be argued, and
used as a defence, that it is not our practice to set up
institutions 'with specific, laid dOSt a rules, but rather to
indicate the broad limits of their territories and leave it to
the people in them to work out the details (like what they
are trying to achieve). Which is another way of saying that
we are not notably good at creating the philosophical basis
of what we are providing before we launch into the pro-
vision. We can explain it, in the context of our tradition,
as a reflection of education's ambivalent stance in relation
to society: politicians, administrators and teachers while
helping to shape the public mind must be responsive to it;
demands.

The British people, struggling for a real voice in the
government of their country, have not yet been able to
articulate their needs clearly in relation to the education of
their children at the secondary stage. Some parents are too
feckless or too inhibited to utter on the subject- -and it is
to our shame, either way. For the rest, their demands gener-
ally ale car to centre on the desire for their children to get
paper qualifications that will help them earn ,t good living.

It is fashionable to criticise the narrowness of the voca-
tional concept. But is not (he fault in the narrowness of
the way we conceive it and the unimaginative and insulting
assumptions we make about the jobs we deem the majority
of people suited to perform? The notion of living in the
world of work could be and ought to be a richer and more
influential one in the minds of educators (as indeed in the
minds of industrialists and politicians).

Working in a polytechnic have increasingly come to
regard the sandwich principle as important, not only because
of the pedagogical advantages of bringing together theory
and practice, but because of a growing feeling of the psycho-
logical rightness of i t . I t Seems to me that we do a grave
disservice to many young people at a critical time in their
lives, by offering them as the educational ideal an unrelieved
diet of full-time formal education between the years of 14
to 21. And in this I include not only the less intellectually-
endowed but many of those who now go through sixth
forms. and universities without failing an examination.

Educationally, socially and economically we seem to be
suffering the consequences of neglecting these fundamentals.
Our social and economic malaise is plain for everyone to
see: the growing problem of leisure is another facet of the
same neglect, Educational inadequacies are less easy to spot,
but the signs are there. Admission to once-revered institutions
is no longer every young person's dream. There is no point
in having expensive and imposing schools and colleges if
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they have the same status as Samuel Butler's musical banks
and the real eu,reney is handled elsewhere,

The dilemma in which our secondary school teachers find
themselves has been \sell described by David I topkinsoni

"For the educationist the goal of his strategic designs
must always be the promotion of personal development,
lie has, of course, to reconcile his views with those of the
manpower planner, of industrialists and professional
bodies. His strategy must be such that those who control
admission to higher education are satisfied, Ills pupils
want jobs or admission to another stage of education,
and it is no contribution to their personal development
if this is ignored."

I topkinson's conclusion, "The factors that count are the
inclinations of the young people themselves and the range
of possibilities open to them" will be echoed by everyone
in education, but it is hard to resist the conclusion that in
practice we too often put institutional considerations first.

Take another part of the speech by W. R. Elliott:
"This concept of viability has led to the growth of mush-
rooms, schools with an ominously explosive head, in
Mexhorough, for example, and Epsom. But a mixture of
11-16 and 11-48 schools in the same area is not popular;
perhaps if one must lose one's 16 is it is better to lose
them to a 16-18 institution than to lose out to a rival
school with a mushroom top."

llow do NS e react to that, I wonder? It is, let us agree. a
shrewd and realistic observation. But do we have to assume
that such considerations must come before the education of
the nation's children? When later on he says, "That this
competition between the advocates of schools and colleges
is a real competition can be shown by the numbers of clients
involved," Elliott is doing no more than stating a fact we
must face. Hut it sounds like a description of a battle to sell
soap flakes, And even the consoling image of private enter-
prise, with its implications of free choice stimulating those
compoire, for custom, does not hold good. The young
people are not free agents; theta:, is no real choice for them.

Here we reach the core of the anxieties I expressed at the
outset. How can we talk of sharing resources if this is in
fact a contest ? In what spirit do we seek sharing solutions?
Is it that of compromise merely? If so are we justified in
setting aside what is really a clash of vital principle because
of the accidental existence of separate sets of buildings arid
types of institution?

Why not Junior Colleges?

1 certainly have not felt justified in producing this paper
without some reference; however brief to the possibility of a
rational re-planning of the educational provision for the
older pupils.' The main objection to the notion appears to
centre on the question of whether we arc justified in setting
aside traditions of proven worth for a leap in the dark. As
to the traditions, I suggest that though they may have served
some of us well, they have done badly by many, many
others, and that in any event, the world and its young
people have changed dramatically since sixth forms began
to flower.

1 do not know whether it was ever justified to have 18
year olds and II year olds in the same educational unit, but
it is surely not now. The earlier social maturity of our young
people today is presumably not at issue, with the voting age
at 18 as an official mark of recognition. It is not just "adult
atmosphere" these people need, though that is important,
but affinity of age with their colleagues, and, educationally
vital, the fruits of deploying the resources of largo institu-
tions horizontally rather than vertically, Thcn again there
would be advantages in separating those studying com-
pulsorily from those doing so voluntarily: to point to the
legislative and administrative gain is not a mere matter of
expediency, for the resulting changes would help in securing
the sought-for relationship between teacher and taught. The
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presence in the voluntary sector of part-time as welt as full-
time students would surely work fas it does in colleges now)
to the advantage of bolt?. Co-cdu4.4,1iion 1.oli)ii presumably
be the noted and I am aware of no serious arguments
against and a few itt favour off such a state for young
people of this age.

Amongst the various features of the tradition said to be
:tt risk the hest-known are perhaps the withdrawal of sixth
fornt teaehers from younger pOpits and the more nebulous
toss of sixth form influence on the lower school. Sixth form
leachers probably always taught younger children to a lesser
extent than was claimed and they probably do so less now
than ever. in any event there seems to be more logic in
using scarce skills at the point of greatest impact, and more
likelihood of finding people who are good teachers of
children of all the ages that they meet if they meet only a
limited age range,

The "loss of sixth form influence" argument seems even
weaker. Even where sixth forms have existed (not in every
secondary school by far) it is arguable whether the down-
ward influence has always been uaivcrsally beneficial, and
they have obviously delayed opportunities for leadership to
younger pupils who in these days of earlier social maturity
might in increasingly large numbers have benefited front
them. And what advantages can be claimed for the sixth
former; by the presence of the younger children?

The "leap in the dark" approach is, in a sense, unanswer-
able, for no-one can ever know in education whether any
change will be better until after it has been triedif then,
But by the came token it does not need to be taken too
seriously as it appears to reflect only general eoaservatism
with possible overtones of vested interest. The related argu-
ment, that transfer at 16 would be an unhelpful break in
continuity, has the merit of being specific, though not, I
should have thought, too many other merits. Why we should
baulk at a change for near-adults after four or five years in
one school when we cheerfully uproot infants after two is
hard to fathom. Any move for any individual can be upset-
ting, but equally it can be an incentive. No-one proposes a
completely seamless garment for education: it is a question
of the best age for people to make their moves. Can it be
seriously argued as likely to be too disturbing for a boy or
girl to move to another educational institution when many
of his or her colleagues are leaving to start work? The
argument that the break would provide an easy opportunity
for some to escape the net postulates a fairly sordid level of
relationship between existing sixth form teachers and potential
pupils. Is it heard so often now that sonic junior colleges
are operating? The further education colleges have not so
far been found lacking in the arts of persuasion, and the
relationship between institution and client would presumably
be similar in the junior colleges to that now in further
education. It seems likely, of course, that the attractions of
"going to college" will encourage many who could not face
the sixth form to continue their education.

Perhaps at this point I had better make it clear that 1 am
not talking in terms of putting an end to the contest between
rival sectors by one or other winning the battle. I assume
that new organisations would be created that would under-
take on a two- and three-year basis all the sixth form work
of their localities, together with other appropriate full-time
courses, such as 0.N.D. They would cater for part-time
students, too. I assume that such places would be able to
do more than provide "adult atmosphere" of an unspecified
kind but would cater for the varying psychological and
social needs of individuals who might at various times and
in various ways need varying admixtures of theoretical
study, practical application and opportunities to live and
work in the world outside.

There is no space to rehearse in any detail the arguments
for or against. But one problem should be mentioned if only
because it reminds us that the difficulties for the secondary
schools, labouring under the weight of so many traditions,
do not begin with the sixteen year old. What of the 15-year

old in the senior college era? What, first, of the flyers, held
back from sixth form studies by the need to complete "0"
level and reach chronological adulthood in order to conform
ss-ith this divided system? There could be a difficulty for
them, though compared with the confusions and inadequacies
that the less-favoured intellectually have often to contend
with at present, it would be on a small scale. At any rate
ingenious administrators would make nothing or this problem
given lhe task of solving it. In my own view, if the junior
college; offered the Iwo- and three-year courses, or fast and
slower stream approach of the sixth form, there would scent
hide to be lost by the precocious student transferring, with
all his earlier-matured talents, at 15.

A greater problem, both numerically and quatitativety,
relates to those who at art earlier age than 16 are felt W
have vocational needs that cannot be satisfied for one reason
or another by the schools, Characteristic ally we tend to
associate these needs with the less able, and to assume the
vocational poultice will suck out whatever is noxious in
their educational blood-streamsan assumption to which
we can return later, However, a range of interesting and
enterprising experiments havc already been made, notably
in the provision of linked courses.

Looser associations

Gerald Eowlei can conveniently introduce the topic:
"A healthy development of recent years, affecting mainly
pupils in the last year of compulsory school attendance,
has been day-release front school to college, usually for
technical, scientific or conuneretai studies The number
on such 'linked courses' was about 12,000 in 1970."

But he goes on, showing how compelling is the notion of
junior colleges:

"Such schemes are however peripheral to the central
problem. Nor is any simple solution, by division of
courses between schools and colleges, practicable."

Elliott in the address previously quoted also seems to be
luke-warm about linked courses. Fie begins with a com-
pliment:

"The linked course proposal is apt to be accorded less
respect than it deserves. Those whose predilection is for
the sensational regard it as a dull, unenterprising idea."

But he soon modifies his support:
"It is admittedly easy to suggest prudent, thrifty and
encouraging siitties like co-operation and the give-and-
take which make marriage so good for the character.
The phrase 'linked course' slips glibly off the tongae and,
because so often heard, is accepted uncritically. In truth,
as many marriages fail short of triumphant success, so
do many linked courses."

reservations are chiefly of the realistic, institution-
oriented kind once more:

"First of all, the institutions involved must be conveniently
located and temperamentally suited. It is not just the head
and the principal who are marrying, but the staffs of both
institutions. A good deal of organisational ability is called
for."

Ilowever, Elliott also expresses a more fundamental doubt:

"It is easy to congratulate oneself for having achieved a
bridge-head at the sight of pupils wending their way to
college; one must be sure too that when they reach there
they will get what they need."
In an interesting article Bill Skinner, Principal of Melton

Mowbray College of Further Education, after an admirable
statement of objectives, tells us what those svho wend their
way to hint actually get:

"For the 14 to 16 age group in the upper schools, is
wide range of courses is available, including building,
general engineering, automobile/agricultural engineering,



electrical engineering, conunerce, mliee practice, type
writing, stvedwriting, home economics, needlecraft and
art. Several of these are taken as C.S.E. subjects, for
which sec have submitted our own schemes under the
Mode 3 approach, and in these practical subjects there
is a vital place for continuous assessment.
"In general, pupils following these courses spend one
half-day a week in a 'workshop' situation where the
emphasis is on practical work: and one hall-day a seek
on related studies. The whole of this work is inter-
related with their studies back at school."
One of his partners in the scheme, Bernard Brewster,

head of King Edward VII Upper School, Melton Mowbray,
augments this, with some constructive conunents on
practical problems:

"The College is one mile front the school. Half-days or
whole days therefore are, in the main, essential. There has
been some transference of discipline problems, partly due
to the opportunities offered by this change of environment
for I4- to 15-year-olds. Some damage has been done
occasionally at the College. College terms and working
hours do not coincide always with those of the school.
The reporting of absentees and the numbers of those
taking school dinner, has caused problems trivia per-
haps, but such things can become major irritations if
not organised properly."

What of time-tabling, the problem that springs at once to
mind? Mr Brewster says:

"Link courses offered as part of option schemes need
to be dove-tailed; and great blocks of the time-table are
tied and immovable. Fortunately, the College time-table
is more flexible and its Principal most accommodating."

11e adds the familiar warning:
"Indeed, satisfactory personal relations between Principal
and headmaster seem to be the most essential basis for
the successful operation of link courses."
There is a reminder later in Mr Brewster's article that in

our system local education authorities are responsible for
the general character of secondary and further education
in their areas:

"The Education Office is alive to the fact that art agree-
ment has to be reached about the stalling of link courses
--otherwise, pupils on roll will be counted by both estab-
lishments. In this County, it has been laid down that for
every teacher engaged on a link course, the school will
provide 45 of such a teacher, the College .55."

Here is an authority, one feels, not content with mere rule
of thumb, fair-shares-all-sound techniques: 45 and -55, no
less. Mr Brewster continues:

'Link courses are also expensive to run (e.g. the use of
electricity circuit boards for the applied electricity course),
and an agreed contribution from the school's capitation
is made to this end."
And in his remaining comments there emerges a mixture

of tiny financial and major educational issues, frighteningly
intermingled,

"Again, this can open up difficult questions- -how far
justified is this expense vis-a-vis the possible neglect of
other areas of school work; or, again, should engineering
be considered as coming under the total allowance for
crafts as a whole and be subject to curbs on expenditure
which other sections of the craft department have to
suffer ?"

Could it be that under the guise of encouraging individual
initiative, some L.E.A.s have in effect thrown their educa-
tional institutions into the deep end, without preparatory
training or water-wings?

One wonders to what extent authorities have produced
schemes, in the exercise of their responsibility under the
Act, and to what extent they have regarded it as a matter
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for individual initiative? Do 1..E.A.s make conscious and
infornwd policy decisions to embark on schemes and
deselop them? Presumably there is such a policy in Kent

here by 1971 forty schools and seven colleges were offering
one- and two-year linked courses. It does not seem to have
overcome what one would have thought were fairly funda-
mental problems. Sybil Brown writes about the scheme as
follows:

"... if a number of schools in an area are using the same
college on the same day for a particular subject, Where,
as is usual, the school children form a large enough group,
the college arranges the course as a special class; other7
wise school children may join for part of the time groups
of young employees on day release. This mixture of young
people- -some still at school, others at workcan, like
the freedom of the college style, bring both benefits and
problems."

The spirit of happy compromise implied by the final sentence
is surely not an appropriate philosophy for such an exercise.
What kind of day-release course from industry is it that can
accommodate school pupils also? Setting aside the social
problems of such a mixture are there not serious educational
hazards for both groups?

Much of the comment made about these schemes has a
superficial air; the accident of the particular situation seems
to be assumed an essential condition, For example, Sybil
Brown reports that assessment of the examination schemes
is thought to be a problem for college staff "who may not
be trained and experienced in C.S.E. work". This seems an
odd comment since continuous assessment and moderation
in one form or another have featured more in further educa-
tion than in the schools. It does not appear to chime with a
point made by Mr Brewster in the article quoted earlier:

"The 0.N.D, course likewise caused some headaches- -
school staff were unused to regular internal assessment of
students' work (although C.S.E. Mode 3 has now
familiarised them with this technique)."

Either way it is a matter on which local education authorities
might be expected to give thought and if necessary tuition,
before instituting, or allowing to happen, schemes of this
type.

Half measures?

It would be possible--and some more docile contributor
might well oblige at this or a future conference---to go into
greater detail about the mechanics of sharing resources
between schools and colleges, by linked courses and other
expedients. But would this not simply prolong a story whose
outlines are already sufficiently clear? Authorities can do it,
if they want, and more particularly if their heads and
principals want, and they can overcome the problems. But
why should they s -ant? They can expect modest gains in
increased motivation through vocational stimulus, and at
the same time more use of physical college facilities. But
may there not be dangers in seeking solutions to the problems
of one institution by farming out pupils to another?

If tae motive is greater faith in the ethos of the other
place than your own, then you are in some trouble educa-
tionally. If it is merely that you want to use the other
fellow's electricity circuit board, quite apart from the fact
that it will make a hole in your capitation allowance, are
there not better ways of acquiring specialist facilities? An
educational system is surely incomplete and unworthy of a
developed nation if its secondary education has to depend
on injections of resources or philosophy front outside itself.
And should not every educational institution, especially in
this institutionally-dominated set-up, be able to call its
educational soul its own?

Fred Flower, writing as a college principal, warned in a
recent article about the danger of the schools regarding
these links as panaceas. Ile referred particularly to some of



16

the children about allot)) we ale currently, and belatedly,
feeling great concern, those a hose agony is prolonged by
raking the school leaving age and %chose ills will not he
cured by pressing a vocational switch on and off a couple
of times a week. Their condition, innoverted, discouraged
and apathetic, needs another rowdy:

"These young people are cons inced that their slay of life,
their conception of themselves and their aspirations are
neither comprehended nor appreciated by their teachers
They feel is strong need for some kind of individual
sympathy and attention."

Hower argues cogently for an education that looks at the
whole of life for these sad little Robinsons. "Has further
education," he asks, "anything to oiler boys and girls like
this? To our shame, the record of the colleges is, in this
respect, no better than that of the schools."

Flower'S regretful passing of the Robinson buck hack to
the schools where it properly belongs (the colleges have
enough Robinsons of their lassn) should remind us of our
first duty, to get right the philosophy and objectives of what
we propose. At the level of resources, though, he also gives
us a timely reminder, in case anyone were starry-eyed enough
to think that further education comes cheap, that saving
money is not only inadequate philosophically as a reason
for pursuing these links, but unlikely to be achieved.

"It is true that some education authorities demand that
the ratio should be one teacher to between 5 and 15 pupils
to make a viable 'A' level class in any subject, but we all
know that subjects are taught in smaller groups than 5 in
many places up and down the country. It' we are prepared
to stomach that we should be prepared to accept much
smaller teaching groups in those areas of education
where the need is much greater."

In terms of resources this question of stab is surely the
really critical one. Buildings can be adapted relatively easy.
What we have to contend with is the existence of two
basically competitive systems, each seeking, very naturally
and with proper professional pride, to provide most things
to most boys arid girls. Linked schemes, of course, do allow
some staff sharing, but all their other shortcomings aside,
they seem to make too small an impact on the reduction of
overlapping competing courses for small groups of full-time
students.

One scheme at least appears to have addressed itself
seriously to the problem through co-operation this side of
amalgamation. As Roland Wilcock, Principal of West
Oxfordshire Technical College, wrote recently:

"Systematic joint provision for 16-19 year Oda has been
going on in Witney for the past six or seven years. In its
early days it took the form of formal co-operation between
the then Witney Grammar School and the Technical
College ,
"What began as a partnership between a grammar school
and a technical college had to adapt itself to the intro-
duction of comprehensive education in the area. What
now exists is the outcome of this response. The umbrella
organisation is the West Oxfordshire Consortium, con-
sisting of the four schools and the college. They 'consort'
purely for the purpose of providing full-time education
for the 16-19 age groups; for other purposes they go their
own ways, although it is becoming apparent that providing
for the 16-19s cannot be separated from providing for
14. and l5-year-olds. The West Oxfordshire Centre of
Advanced Education is the instrument whereby the
Consortium carries out its purpose.
"This Centre provides three services: a system of publicity
and careers and educational guidance in the schools; a
programme of courses, each of which takes place at one
of the five establishments, but planned as one programme
and publicised as such; an admission procedure which
operates right across the programme of courses. no

matter where the applicant applies from or is applying
to go to,
"It has been agreed that the schools still not compete
ssiih the technical college over the provision of vocational
courses, that all four schools will base their 6th forms
on a range of 'eV level subjects, and that the Icehnical
college sill continue to provide full-time 'A' level courses
AS well, These have been divided into two kinds--
'common' (English, Maths, French, German, History,
Geography, Physics, Chemistry, Biology) and 'special'.
Each establishment may provide any or all of the
common 'A' level subjects out the special ones will bo
provided at only one of them, the technical college having
the largest list with a couple of the schools covering such
specialisms as Music, Ilome Economics and Religious
Knots ledge,"

Of course I do not suggest there are not other, perhaps
even better, examples of significant co-operation to be found
in these islands. There may well be some to be found in
Scotland, It will not have escaped notice, I imagine, that all
the examples I have taken have been front England. This is
shameful though perhaps not unexpected from an English.
man at a Scottish conference. One reason for the restriction
is that it seemed more courteous to the host country to
direct criticisms elsewhere. Another is simple ignorance.

t did in fact discover evidence that in Scotland, as one
might expect, they did things more thoroughly than further
south. As long ago as 1963 a working party under the
auspices of the Scottish Education Department produced a
document "From School to Further Education". It was re-
printed again this year and I read it with admiration and
great profit. llowever, it was not readily applicable to the
highly individual argument 1 wished to pursue on this
occasion, But it is on the cards that some group of Scottish
schools and colleges has made a dramatic step forward that
should have baen recorded. I hope so,

Even more should I like to be told that there are plans in
Scotland or elsewhere to introduce new schemes, based
firmly on philosophy, that do not depend heavily on the
accident of SFhethcr principals and heads are prepared to
work together. What kind of a scheme is it that requires
saints, geniuses or even above-average professionals to carry
it out'? Should We not ordain, like the apocryphal head-
master, that a new tradition will start tomorrow morning
at 9 am,?

Certainly what we euphemistically call the traditions that
have infused out education system so far have left us not
only with an unhappy mess of overlapping and under.
lapping institutions but without effective means of bringing
about planned change on a national scale. Theoretically we
have such means locally but for all sorts of reasons the
theory is rarely put to the test, Goodssill, close personal
relationships, and similar accidents are too often critical
factors in the ability of authorities to venture into desirable
changes. Continuity of service should not be relied upon
too heavily when see have done our best through Burnham
Reports and so on to establish restless movement, change
without progress, as the way of life in our service.

The Oxfordshire scheme demonstrates that significant
progress can be made even within the present framework of
traditions and assumptions. But presumably the needs that
this scheme is intended to meet exist elsewhere, too, and arc
not being satisfied. Personally, I believe that the root of the
matter is that we feel ourselves bound, because of undue
reverence for the accidents of history, to preserve two sets
of institutions for young people from 16 to 18. Even if the
reaching-out from one set to another were better planned,
properly organised and instituted everywhere this basic
problem would remain. It would still be like starting the
Channel Tunnel simultaneously in England and France and
trusting to luck that the two ends met in the middle. Is
there really no chance of producing a blue-print before we
start drilling?



I In this seviion I intend by this phrase normally those user
phis I take to he the theoretical starting ;ige for institutions
offering post Icscl. post C.S E . or pt),t131111i'll> leasing
age COUrSeS to folltime ;Ind pattttim: students. the actual
starting, age could, and would sary, the normal
leasing age ssoidd be IS or The institutions I base ealle1,
ssithout much cons idiom but for \sant of something better,
junior colleges. I am indebted io most of the section to
Deock Ysliny.itqd who has done so ouch to propogate the
idea.
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Response: H. Fairlie

Mr Birley has presented to us today a most interesting
and powerfully argued paper on the reorganisation of
educational facilities for the 11-18, and particularly the
16 age group. Ile has quickly accepted Mumford's state-
ment that it is virtually impossible to get any two educa-
tional institutions to co-operate about anything and has
moved to discuss what he feels is a very necessary re-
organisation of the present resources for :,:coridary and
further educationin England.

I do net wish to appear chauvinistic sshen I say that his
arguments are founded on English experiencehe says this
himself and declares his ignorance about the Scottish situa-
tion. Much of his argument for change would appear to
rest on the existence of what I suspect is a competition
South of the Border between school and college for the
custom of that seal which apparently determines the accolade
of a school--the sixth form. And certainly, if it is true that
the 16 f- academic can choose whether to pursue his "A"
levels in school or in college, it could lead to a wasteful
deployment of teaching resources. This is especially so if the
ridiculous difference in staffing ratios between school and
college for the same type of work is to be maintained.

But why should the solution be that of Mr Birley, to
transfer the sixth form to the I,E. College? Why not restrict,
as we do in much of Scotland, the work of the I.E. Colleges
to what they were created to do, instead of feeding these
status hungry institutions? We try to insist that the 16+
proceeding from "0" Grade work to "II" Grade and
beyond should do so at school. He is not normally admitted
to the F.E. College to undertake a course of study which
the Authority provides in school unless he is either over
18 years of age or has been away for a significant period
of time.

!laving said that, I must confess a great deal of agreement
with Mr Birley's cogent arguments that there should be a
break at 16.f , and that there is today little community of
interest between the short trousered child of 12 and the
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musutchiod youth of 18 who might well be a father with
two legitimate children and have voted in :t general election,
But 1 submit also that there will not be much community
of interest either between that youth and the apprentice
bricklayer of 16 coming to college on I day1week.

I would prefer to see the common school to 16 , fol-
lowed by entry either to a sisth form college, big enough to
be comprehensive in its range of provision of courses and
not restricted to the traditionally academic classroom sub -
jects of the English Grammar School (but not the Scottish
Senior Secondary), or to the I.E. College. Each institution
would have a common purpose Education--but each would
have different specific aims. This is possible in England, but
of course, as most will know, not so in Scotland where the
S.C.E, Higher is taken in the 5th year of secondary educa-
lion, following the "0" Grade in the fourth. Nor is it pos-
sible except in areas of significantly large population.

Turning, however, to the subject of this session, which is
joint use of resources, the questions must be asked as to
why this is presumed to be desirable, what resources, how
it is to be done and who are to be the sharers. From the
management point of view, in terms of maximum use of
investment, clearly there is a case for (say) an expensive
piece of science equipment, rarely used, being made avail-
able to several schools rather than each having its own,
But if sve assume that management has been good and that
the colleges and schools are kitted up for what they have
to do, and that these resources are fully utilised in these
institutions, where is the argument ? It is just not possible
to share resources of teaching staffs the form of training
for day school work and college work is quite different and
the qualifications of many Further Education teachers
would be quite unacceptable in schools, I think that Mr
Michael may wish to develop this further.

I am convinced that there are at different times "in-things"
and "in topics" just as there are "in people", and one of
these, current meantime, is this shared use of resources
between school and college. In general terms I can see no
need for it, no useful purpose to be served if an Authority
has clearly defined the objectives of each and within each
has secured enough customers to justify the provision made
both in terms of equipment and of staff, I think Mr Birley
was so right to toss the issue aside, almost contemptuously,
in his first two pages and enter upon his discussion on re-
organisation of educational provision for the 11-18 year olds.
That is fundamental, and important, the other is fringe stuff
and certainly in Scotland, neither an important problem
nor an issue.

This is not to say that there should not be close links
between school and college and there is no need for me to
argue why. Brunton did this so well in his 1963 Report.
And as both Brunton and Mr Birley point out, this liaison
is particularly important for a specific group of pupils
those who have vocational needs and aspirations, those who
will be leaving for the world of work at 16, those for whom,
quite frankly, the type of diet provided in schools for the
vocational aims of the academic has no meaning or purpose,
and who would regard you as a museum piece if you
attempted to persuade them of the benefits of a general
education untainted by any consideration of their career
and occupational needs.

Mr Birley looks fleetingly at the problem of young people
for whom the raising of the leaving age means a year trapped
;n an uninteresting institution, the aims and objectives of
which have little meaning for them. He calls them "little
Robinsons", and it is for them that I think we should try
to make enough resources available in college to supplement
those of the school. It is with this group that the resources
of two staffs who spring from different roots usually, and
front different backgrounds, who have different attitudes
and different mores, different understanding, can be shared.

We tried this some years ago in my County, Atli con-
spicuous lack of success. The scheme for half-day release
from school to college failed for many of the organisational
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reasons acivanced by Mr Bir ley. The colleges did not seem
able to advise the schools in advance of what facilities might
be available from year to year. (I may say that they were
then in a situation of growth.) Too often courses were
planned and had to be abandoned because of unexpected
demand by F.N. Courses for accommodation. These are no
longer problems- indeed the reverse is the case.

The attitude of F.L. stall' was not conducive to success. I
am not convinced that their general attitudes were those
traditionally expected from the teacher of the 15 year old,
Their interest was not child centred nor were they educated
Or trained to the pastoral requirements of their commitment.
For instance, when discipline was difficult, pupils were
snooty dismissed from the college and no-one advised,

Mr Birley has, of course, pointed out these organisational
problems but 1 ant consin:d now that they are not insur-
mountable and that the present time is favourable when
colleges are dependent upon such schemes to retain staff
who might otherwise become redundant. This might well be
the time to establish the highway which, when built, will
continue to be traversed. So much so, that we are trying
again this year with a programme of 1 day a week courses,
36 in number, each extending over six weeks, to afford these
pupils the opportunity to see what particular jobs will entail,
For one college alone, for this term alone, some 1,300
applications have been received for these courses and the
number of pupils concerned is 600.

In this narrow field there is obviously merit in sharing
resources in the way that I have described. But to become
carried away with the idea as a general one would, in my
view, be foolish, I see little to be gained except for the
organisation man who loves to organise without considera-
tion of ends. There could be much to lose. I think Mr Bir ley
agrees with me. Ile has given much thought to his paper;
he has provoked much thought in us far beyond the narrow
confines of his remit. I don't blame hint, for the remit itself
hardly justified, in the Scottish context at least, a paper of
any length. Indeed we thank him for the significant con-
tribution he has made to the continuing debate on the future
organisation of education for the 11-18 age group.

Response: D. P. M. Michael

I begin where Derek Birley ended with the image of a
Channel Tunnel started simultaneously in England and in
France, trusting to luck that the two ends met in the middle.
A small family firm in West Wales, Jones Brothers of
Llareggub, submitted the lowest tender ever for the con-
struction of the Tunnel, One brother proposed building
from England and the other from France, They were asked
the obvious question, what if they didn't meet in the middle?
"What are you worried about?" said the elder brother. "If
we miss one another, you'll get two Tunnels for the price
of one."

It would be a travesty of Derek Birley's arguments to
suggest that the Jones Brothers analogy holds good at all
points, but 1 hope to show that there is more virtue than
he will admit in a duplication, or even a multiplication of
routes through the stormy 16 to 18 seas.

I am aware at the outset of two constraints upon my
Response. First, I have read with profit Derek Bir ley's book
"Planning and Education" and therefore find it difficult to
stage a quarrel with the author. Second, members of the
RE.A.S. are likely to deplore administrative untidiness and
favour simplification and unification in the management of
resources. And yet, as Dickens reminds us in a comment on
a deplorable headmaster, Wackford Squeers, "Ile had but
one eye, and the popular prejudice runs in favour of two."
A pair of educational systems may be as valuable as a pair
of eyes, a pair of cars, or a pair of legs.

To begin at the beginning, some of us have long con-
sidered the views of the Principal of the Cambridgeshire

College of Arts and Technology, Deryck Murnford, slanted
and simplistic, A more credible and more acceptable case
for the importance of Further Education for many pupils
aged 16 to 19 comes from a Working Party set up by the
Association of Technical Institutions, the Association of
Principals of Technical Institutions and the Association of
Teachers in Technical Institutions, Here Deryck Mumford
was only one voice among the eleven members. The Working
Party's deliberations culminated in the advocacy, not of
Junior Colleges or the like, but of full partnership between
schools and colleges.

The F.E. Working Party makes its bid for a major portion
of 16 to 19 pupils on a full-time basis on the alleged grounds
that:

(1) an alternative to school is desirable for manywe
all grant this;

(21 the colleges have a "direct" approach to learning
which seems to mean that F.E., students are more
purposeful and their studies More purposive;

(3) colleges provide for a vocational motivationwhich
in part repeats the previous argument;

(4) the role of the colleges allows %Our scopewhich
seems a partial repetition of the two previous argu-
ments;

(5) colleges allow scarce and expensive resources to be
used more extensivelyan argument for wider
sharing, not for depriving schools of resources;

(6) colleges are truly comprehensivefor some people, a
double-edged argument.

All six arguments, which appear on closer inspection to
add up to no more than four, are adduced in favour not of
decapitation of the schools nor of curtailment of the colleges
in the name of rational re-planning, but rather of fuller
co-operation between schools and colleges.

Derek Birley is right to argue that there is nothing sacro-
sanct about history evenif I may so say wickedly to the
Principal of a Polytechnic--about recent history which has
given us the binary system of Polytechnics alongside Uni-
versities. He is wrong to suggest that we can disregard the
past and the present when we consider the future. Of course
we have to tinker with what he calls a "compromise
machine". At this date, we may modify the design; we
simply cannot afford to re-design it. And we must all work
together on modifications, which is why the headmasters'
Association have long urged the formation of Liaison
Committees linking schools and colleges.

The West Oxfordshire Centre for Advanced Education is
always quoted as an example of collaboration between one
college and some schools. The brochure issued by the Joint
Directors makes interesting reading. First in all the pre-
liminary courses, as in all schools, there is great emphasis
laid upon General Education. With the exception of facilities
for practical work in Agriculture and presumably better
opportunities for engineering workshop practice there is
little even in West Oxfordshire that any large, purpose-built
Comprehensive School could not already offer. Indeed,
languages are sadly limited to two, French and German.
Within the Consortium there is a restriction upon the
number of Arts-plus-Science combinations possible. It is
not evident that the time-table could be made and remade
annually as is usual in schools to fit the individual needs
of pupils.

Clearly, s where you combine forces in perfect amity,
preserving the autonomy of separate institutions, you still
cannot satisfy every need. A limitation then of resources to
the schools alone or to F.E. Colleges may seem economically
attractive and may appear to make sense administratively
but, as you all know, the saving of cost is seldom matched
by the increase of benefit. I recall that Derek Birley has
himself elsewhere castigated an expensive accounting opera-
tion, intended to save money, which in fact, cost more than



the amount of the money saved! That a school place costs
less than an E.F. place is not proven, as they say in these
parts, but its easily arguable. We do not concede the
logistical argument.

The Pilkington report on class sites in colleges of F.E.
revealed a serious under-use of seam: resources, but at the
time it was partly explained as inescapable in the prosyss of
expansion. 7 have no upoodate facts and figures since
Colleges arc coy about the numbers of places filled and Un

success and failure rates: the exact nature of their
liberal studies: the extent of their pastoral provision; the
huge percentage of their teaching stalk not trained for
teaching; their percentage of good }Inflows graduates,
and much else.

accept that there must be wasteful overlapping in the
age-range undo discussion. Where waste is identifiable,
steps ought to be taken to remedy it, in future all new
school and college 16 to IS building should be planned for
integrated use. Existing facilities should be more widely
shared. Sixth forms may have to be pooled as the I.L.E.A.
suggests. Sixth formers may have to be grouped into Sixth
Form Colleges (not Junior Colleges under F.V. control).
Some F.E., courses that could more appropriately be offered
in schools shouts( be shed. Certainly schools ought not to
have to continue to labour under the disadvantage of not
being allowed to recruit craftsmen and craftswomen legally
entitled to instruct in FT_ Colleges.

The lostitute of Careers Officers the other vs'eck produced
a report -Linked Courses and School Leavers". They threw
considerable doubt on the efficacy of link arrangements
made (1 quote) for the administrative convenience of
colleges and schools rather 1,an the needs of pupils ..
"It is simply not good enough," they continue, "to lay on
courses only where a College finds it has spore capacity."

I speak from experience of using pre-vocational linked
courses for my own boys and girls, although we have now
dropped them since we have moved to vast new properly-
equipped buildings where we can ourselves provide courses
for boys in building, in vehicle maintenance and in electrical

-work, while for girls there are courses in commerce, includ-
ing typing, and in home management. We do not yearn
after Melton Mowbray pie, nor we have the disciplinary
irritations mentioned by the lleadmaster of King Edward VII
School, Melton Mowbray.

In the schools we can ensure that any vocational educa-
tion is an extension of general education. We know that
vocational training alone, as distinct from vocational educa-
tion, runs counter to the whole concept of R.O.S.L.A. Not
only this but our pupils are entering an era of greater job-
mobility when they will require not merely one specialist
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trade but further training and re-training for jobs not yet
devised. Does vocational Further Education fully allow for
multi-vocational Further Education? Does Further Educa-
tion fully allow for Leisure from Vocation?

Derek Birley is unhappy about what he calls emotively
the "7-year stretch" of secondary school education. It is a
5-year compulsory "stretch", if that is the word, followed
by two further optional years. Crowther's panegyric on the
Sixth Form may need up-dating but it must impress every-
one that increasing numbers of pupils are coming back
voluntarily to the 6th Forms. Admittedly, the grow th its

the number of pupils seeking eventual entrance to Higher
Education has been explosive in all Western European
countries except Western (jemmy. Nor should we forget
that in the schools we are catering for Higher Education,
not merely for Further Education.

We claim our elongated age-range as a Virtue: we know
continuity to be valuable both for pupils and teachers. We
would not dispute that for some pupils, and not always the
weakest academically, a change of scene at 16 plus may be
desirable. For most pupils enforced discontinuity would be
disastrous. We have the iMmense advantage of knowing all
about the potential and aptitudes of our pupils at 16 plus,
The foundation of 6th form study is laid by men and women
who see their students through to a challenging and accep-
tably high level. There is great difficulty in maintaining
academic standards where there are 11 to 16 schools. And
a cut-off at 16 plus would necessitate at the tertiary stage
wasteful repetition of "0" level and C.S.E. level retrieval
courses proper to the secondary stage.

At a time when we are considering ways and means,
whether by CET.. N. and F., or by some other arrange-
ment, to broaden 6th Form and Further Education, it is
horrifying te ;tear suggestions that would inevitably lead to
a narrowing of the educational front. Words and phrases
like relevancy, college education, adult environment and
other progressive vogue-words conceal from the hearers,
and sometimes front the users, retrogressive notions.

I hope that I have said enough to show that I am not
persuaded by Derek Wiley (1 use his own language) to leap
into the dark. You may recall that the phrase, it leap into
the dark, was tirst coined by Hobbes to describe death!

We in the schools prefer to continue to develop our own
tried and tested Channel Tunnel. We shall improve and
enlarge it, We shall cut through where possible into the
adjining newer, narrower Tunnel of Further Education in
order to obviate the unneo.ssary multiplication of rails and
to reduce the cost of track-maintenance.

I hope, Mr Chairman, that I may have made some small
contribution to the Further Education of Derek Birley.



Problems in Practice: A synopsis of
the eight discussion group reports
E, A. Ewan (Editor)

As originally planned, the two discussion group sessions
were to be concerned respectiVely with Mr McGarrity's
paper on "Staff Resources in Secondary Schools" and
Mr Birley's on "School and Further Education Joint
Use of Resources".

In the eveni, owing to over-running of both plenary
sessions preceding, discussion time was severely curtailed,
but members were able to give attention to certain major
issues. In their consideration of Mr McGarrity's paper and
the responses of Mr Robertson and Mr White, the groups
concentrated on four main topics: the place of models and
norms, public administration aspects, including decision-
making and accountability, the source and nature of
resources, and finally objectives and value judgements.
Some similarity of emphasis was apparent in the discussion
of Mr Birley's paper and those of his respondents, Mr
Fairlie and Mr Michael. Aims, objectives and needs were
again prominent, and in this contest some account was
taken of differences between Scotland and England affecting
the problem of school/further education duplication. The
same general concern about questions of effectiveness,
efficiency and accountability manifested itself, but there %vas
more emphasis in the second discussion session on steps
towards a solution and the practical problems involved.

Staff Resources in Secondary Schools
alodeis and Norms

Generally, the Scottish attempt to establish a mathematical
model for secondary school stalling was welcomed. In an
era of scarcity of resources often exacerbated by severe
maklistribution, the model offered a rational, comparatively
bias-free means of calculating staff needs on a much fairer
basis than existed before. Moreover, the application would
facilitate close scrutiny of the implications of various forms
of school organisation and course options, so providing a
factual base for planning. Its objectivity and apparent
practicability, in Scotland at least, were felt to be much
superior to the largely disappointing English system of
quotas, the latter failing short of desirable standards of
objectivity and sensitivity.

Some members expressed suspicion as to the true aim of
the survey underlying the model. Was it to improve educa-
tion, asked one member, or simply base economic efficiency?
On the other hand, to those who feel the introduction of
any framework of objective assessment of needs into the
delicate realm of educational human interaction is an erosion
of the calling of the professional, the answer must be that
where resources are scarce and subject to intense competition
from a variety of interests, the attempt to establish some
effective means of collecting information about the implica-
tions of different allocations of these, or even sonic of these,
resources is a necessary prerequisite to intelligent discussion.
In the absence of such hard information, not only efficiency
is likely to be sacrificed, but the very educational values so
prized by the critics may recede beyond the horizons of
possible achievement through withdrawal of the resources
required to realise them.

In itself the model, as Mr McGarrity himself pointed out,
"is merely a set of logical steps which produce a teacher
requirement according to the values assumed for the input

variables" to. 7). That is to say, it is strictly an informational,
not a prescriptive, tool. His next comment, that "It is there-
fore entirely neutral and does not itself ineolporate values,"
raised some doubts: not all members were prepared to con-
cede the neutrality of the model feeling that local education
authorities might well be tempted to use it prescriptively.
The group in which this point was raised did nut have tittle
to pursue its enquiry whether any model could be value-free.

Two other criticisms of the model emerged: first that it
was too sophisticated, and second that it was not sophisti-
cated enough. In one group there was a general view that
the sophistication of the method was not appropriate or
justified at national or local government level, where its
nicety of assessment was negatived by less controllable
factors related to supply, change of educational policy and,
locally, of specific environmental circumstances, There was
a preference for cruder assessments of resource allocations
on a total roll basis, one for teaching staff, one for non-
teaching staff and other resources, and a third allocation
based on specific need to be allocated on teaching staff,
non-teaching staff, or other resources at the head's discretion.
It was suggested that at national end local authority level
all that was necessary was to check on departures front a
broad tendency.

It was thought that the method would be helpful to heads
of schools and of departments or courses in assessing the
demand for staff and deployment of staff, but it was stressed
that over-sophistication could be counter - productive by
causing resentment if the "customers" did not understand
what was happening. The danger mentioned by Mr McGarrity,
of confusing the illustrations with recommendations, was
very great, and the approval expressed was of the method,
not the formula.

Those who felt that the model was not sophisticated
enough based their argument mainly on the point raised by
Mr White that it took insufficient account of the constraints
of accommodation. Mr Brodie conceded this and expressed
the hope that the model might be extended to include this
factor, but felt that accommodation was not a major con-
straint in Scotland. While those heads unfortunate enough
to have to cope with "economy"-sized classrooms unable to
accommodate more than twenty-eight to thirty pupils might
not share Mr Brodie's optimism, no doubt their problem
could be met by a flexible application of the model.

This depends entirely on the use made of any norms
derived from it. From the schools' point of view the actual
norms established arc more significant than the model by
which they are derived, and a great deal of discussion was
given to norms in general and Vie suggested norms of the
Scottish documents in particular. Several features of norms
commanded wide approval.

First of all, the fact that they were stated publicly along
with factual data about actual staffing provision throughout
the country offered a sound basis of comparison and an
incentive to reduce the disparities among the various educa-
tion authorities. Further, their publication was of interest
not only to the teacher and the administrator, but also to
the public, who could thereby gain a clearer understanding
of just what they were or were not getting for thsir money.
It was suggested that this might help case the problem of
maldistribution: an authority whose schools appeared grossly



over-staffed might find its ratepayers questioning the expendi-
ture, or even face reduction of rate support grantperhaps
a little less immediate than the pressures for improvement
likely to arise in an area publicly shown to be seriously
underprivileged in staffing,.

Forward planning of stall' needs di:ix:rids art some agreed
standard of stalling provision. IrrespectiXe of how theq:
norms are derived, or how appropriate they are in au:ni-
si:hes, they must be assumed in estimating future demands,
and only when publicly expressed can they be scrutinised by
all concerned, It is hard to see how anyone in education
interested in a professional approach to the management of
resources, and least of all those who have to accept the
resources actually allocated, can be satisfied W ith an un-
expressed standard known only to the central controlling
body and kept secret from the customers.

Groups considered a number of other aspects of the
normative approach in general with less approval. Some
expressed anxiety alx.ut its inevitable undervaluing of
management expertise at institutional level. Not only can
it blur individual experience, and reduce the institutional
manager's freedom, but it can also cover up quite sepias
mismanagement on his part. More fandamental still is the
assumption in the normative approach of explicit criteria
for efficient use of staff. A corollary of the notorious elusive-
ness of precise measures of effectiveness in educational
practice is a corresponding imprecision in measures of
efficiency in utilisation of resources.

The ever-present danger that by their very nature norms
may become restrictise, a statement of the actual rather
than a policy for the desirable, and so restrict development,
was also voiced.

Norms for maximum class site were attacked on the
grounds that these can be used to conceal real staff shortages,
especially in relation to the specialist subject groups in the
upper school. Perhaps here the objection is not so much to
the principle of norms for maximum class sire as to the
actual figures suggested. None of the groups reported fol-
lowing up the more fundamental point hinted at in Mr
White's response that concentration of thinking in terms of
maximum class sins may blind the mind to other ways of
deploying staff: "have we," he asked, "evidence . . . that
the outcome of (say) 3 periods of teacher contact with a
group of 20 would be less beneficial than a larger number
of periods spent in much bigger groups?"

On the details of the norms actually suggested there was
substantial further discussion. Some members expressed
considerable unease that the norms were based rather on
use and wont than it radical reappraisal of needs. Many felt
that they were not flexible enough to deal with staff shortages
as between sabjects, nor could they allow for informed
teacher opinion: in short, the emphasis was inevitably
quantitative in a situation which demanded provision for
qualitative assessment. Mr Robertson's demonstration of
the discrepancy between the Scottish Education Department's
planning view and the stark realities of the situation as seen
and felt by the schools in areas like his own stirred much
sympathy. One group summarised the situation in terms of
a need for the consensus of professional people, not merely
the rigid application of a slide -rule.

Pubic Mbnirticerarion Aspects

Three main themes emerged in this aspect of the discus-
sions, namely decision-making, accountability, and local
autonomy versus central control. Concern was expressed
about the manner in which decisions were made for educa-
tional development, the relationships and co-ordination
among the various bodies involved, e.g. central government,
local authorities and institutions, and finally about the
quality of the decision-makers, As an example of the last,
one group alleged that following on Delany's work from
first principles it was found that educationists were unable
to draw she necessary parameters.
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One point clearly established was the thrust towards
central control stimulated by the prerequisite for sound
decision-making of increasingly detailed and comprehensive
information available only through the application of
advanced technology which only a large and welt-funded
organisation could hope to provide. Consequently, decisions
are forced further and further assay from the point of
implementation, with all the risks for practicality which
remoteness involves: and there is also greatly increased scale
of error should a wrong dsaision be made. Moreover it
seems a basic contradiction of the ethos of a truly educa-
tional service that responsibility, and therefore accountability,
for decision-making should be removed from the institution
and the scene of action.

Information technology is not the only factor exerting
pressure towards increasing centralisation of decision-making.
RegionalisatiOn has its effect as well, probably not ai sint-
plistic pull towards the centre, but a selective one. Sheer
site will inevitably force the delegation of some decisions to
the divisional or institutional level, for example, the appoint-
ment of staff, already largely delegated in many areas.
Clearly, however, central government must concern itself
with the training and supply of teachers: to allow stalling
to run into a situation of oversupply would be intolerable
both front at cost point of view and in terms of the diversion
of scarce manpower front other fieldsto say nothing of the
human aspects for the trained but redundant unfortunates.

Over against the arguments for professional judgment and
autonomy, several groups raised the question of accounta-
bility. There is a general trend in current British society to
expect more accountability to the public in general as well
as to management. In a corporate management situation
education will have to compete directly with other services,
some of which may serve apparently quite similar ends,
for financial support. To do this effectively means not only
being able to give an account of aims, objectives and the
extent to which they have been achieved, but also to do so
in terms the others concerned can understand, for example,
treasurers, councillors, and the general public. It was sug-
gested in one group that local authorities had in the past
been over tolerant, that they had not sufficiently questioned
the schools' use of resources. While this was admitted the
proper question about criteria was raised. One member then
raised the problem of virement as a major factor in limiting
the effective management freedom of the schools. This inter-
action of virement and accountability was raised again in
the second discussion group session, and accountability
itself was considered at greater length in the plenary session
following Professor bowler's paper.

Resnirec,

Although the title of the conference was Management of
Resources, most of the discussion on resources in the group
sessions tended to focus on the staff aspects. One group
offered the explanation that the labour intensive system that
education still was had caused people to think too limitedly
about teaching and not about total learning situations. Even
so, it was argued, the emphasis on staff was itself deficient
in that too often no clear statement was made about the
kind of staff required. Consequently there was not only the
problem of the school apparently well staffed overall but
with serious shortage in some departments, but also an
inadequate analysis of the need for types of staff other than
teachers. Pupil-teacher ratio was therefore felt by some to be a
quite unsatisfactory measure of the stalling needs of as school,

The new structures of promoted posts emerging both north
arni south of the border suggest comparison with the Salmon
reorganisation of the nursing profession, but nothing like
that fundamental study of needs and roles has as yet been
attempted in education. Too many still seemed to think of a
solution in terms of more teaching staff instead of considera-
tioniof all available or potential resources in relation to the
needs of the children. Open plan type buildings are an
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attempt to elICOUtLige and capitalise on a changed role for
the teacher, Some N'_hools have gone so far as to introduce
parents into the class situation as helpers in a number of
specific roles. In SOIW cases the teacher would rather haw
had additional clerical or auxiliary help, or even special
items of equipment such as tape-recorders, television sets
or C.C. but the system offered him simply another
teacher or nothing.

On ways to combat the acknowledged evil of maldistribu-
tion of what seemed satisfactory stalling at national or even
authority level, no easy solution emerged. It was generally
agreed that an unlimited free market was incompatible with
efficiency. Direction of labour, the obvious answer, was
raised only to be dismissed as politically impossible in the
present climate, Vet limited forms of direction have been
practised for many years. For example the young teacher
might be offered a post ht a less desirable part of the authority
area than that in which he wanted to work on the under-
standing that within a certain period he would be transferred
to the part of his choice. Another inducement mentioned
was help with housing, Experience with other devices such
as additional salary payments and travelling expenses for
teachers in designated schools has not proved generally
successful.

Much disruption is caused by the inevitable time lag
between one teacher's leaving his post and his successor's
appointment and taking up duty. One group discussed this
at some length arguing that one could scarcely talk about
efficiency in the organisation and allocation of staff resources
far less achieve it, so long as the transfer of promoted
teachers was permitted on a nationwide basis at any time
throughout the s'.>sion. This created tremendous problems
for the headmaster, yet the views of the profession demanded
that plum posts in particular should be filled as soon as
possible. Moreover, it was a practical necessity that inter-
views, since they were so time consuming, should be spread
fairly evenly throughout the year. One way out of the diffi-
culty would be a system of supply teachers: but in the
balanced system of supply and demand which it was hoped
to create, was there a place for supply teachers? Perhaps,
the group concluded, the answer lay in making the "float"
buoyant enough to allow for transfers. Probably the admini-
strator would see a system of transfer only at the beginning
of each term, particularly where a four term year is in
operation, as not unreasonable.

Rather surprisingly the reports showed no evidence that
groups had directly concerned themselves with the actual
deployment of staff resources within the school as opposed
merely to the obtaining of them, Perhaps preoccupation
with felt shortage can explain this, but on the other hand it
is when a particular resource is in short supply that how
it is used becomes of greatest importance. This whole
question is closely linked with that of types of staff and
auxiliary, clerical and technical help. There is also the old
problem that our present view of promotion and manage-
ment tends to perpetuate a system in which the best teachers
are removed from the teaching situation. Only rarely have
authorities risked an alternative, but it has been done. At
least one large state school in England is headed by a
manager from the industrial field,

One group, however, did report a suggested solution to
the inefficient staffing which impinges on the individual
school. This was the idea that decisions at authority level
should regulate the provision of courses in particular institu-
tions throughout its area to avoid wasteful dissipation of
resources. In practical terms this might mean allowing only
one of three schools to teach Russian, or, to trespass into
the territory of the second discussion group session, allocat-
ing certain courses previously offered in both a school and
its local technical college to one or other.

Objectives and Value Judynents
A recurrent theme was the need for objectives or at least

a proper sense of purpose as the context of resource manage-

ent. Criticism was expressed of Mr Mc Garrity's paper for
its failure to present its model tad norms within the frame
work of an explicit philosophy of education; and seine
seemed to feel that the mathematical approach to resource
management embodied its own arid philosophy of pre-
occupation with means and efficiency at the expense of ends
and educational effectiveness, As others pointed out, this is
a quite unfair criticism its the model explicitly provides for
input variables expressing a whole range of philosophies,
values and priorities, its function being not to prescribe any
one set of these, but to enable the manager to learn quickly
and clearly the implications for resources of whatever values
he wishes to feed in, Careful thinking through and continual
appraisal of one's educational philosophy is a necessary
concomitant to sound management, but it is sad when it is
used as an argument to discredit the attempt to develop
techniques of investigation and control of the meant
necessary to achieve it.

But not all groups were unanimous on the need or even
desirability of having one's educational philosophy spelt out
in operational objectives. Opinions in one group varied from
"most teachers have implicit objectives but it is very difficult
to write them down. In fact to do so is a waste of time" to
"if you do not have explicit objectives how can you explain
to others about what you are trying to do, and how will you
know when you have achieved your implicit objectives?"
Although this particular group reached no agreement on
the need for objectives, it was conceded that some planning
Was better than no planning.

While the effects of rapid change on the setting of objec-
tives and the paradox of planning for the unpredictable
were recognised, there was, however, fairly general acceptance
of the need to consider some kind of objectives as a basis
for rational resource planning. Sometimes failure to spell
them out clearly can result in the organisation spending
much time and energy in the pursuit of what are quite
fundamentally conflicting objectives. A good illustration was
given by one group: teachers should recognise that some of
their demands are incompatible; for example, no special
financial incentives for some areas, no direction of labour,
full staffs in city-centre schools.

Before the model can produce any results, the input
variables must be decided. It is here that value judgments
are crucial. Staffing demands depend largely on the type of
curriculum followed. One particular kind of pattern was
used to illustrate the operation of the model, but others
could equally well be employed. The problem lies in pro-
viding not so much for different specific defined values in
the sense of curricular patterns, as in ensuring that curriculum
development itself is not stultified, It was suggested in ono
group that deliberate overstaffing ought to be encouraged to
allow for training and curriculum development, In practical
terms, this would mean a larger allowance for the "float"
element in the model. Whether or not pupils should be given
a choice and the nature of the choice, if any, are other value
judgments. It must also be recognised that where choice is
available, pupils will not always choose on rational grounds.
For example a major factor in subject choice can be whether
or not the pupil likes the particular teacher concerned, or
what his or her friend has chosen.

Broadly then there seemed to be a substantial degree of
support among members for the kind of approach to staff
resources exemplified in the Scottish model with the impor-
tant proviso that the input variables be decided firmly on
grounds of sound educational values and practice, and not
of narrow "efficiency" or administrative convenience. What
is needed is for the educationist to learn the language of the
administrative efficiency expert while retaining his own
professional values.

School and Further Education Joint use of Resources
General Considerations

As the responses by Mr Fair lie and Mr Michael shorted,
Mr Bir ley's paper stirred strong reactions, especially in terms



of the solution he atisaValed, I lis indictment of the cut rent
situation of wasteful competition and duplication of resources
found much more support. But some demurred: if one of
the aims of educational org,tnisation is to pros ide appro-
priate fare in an appropriate setting for the individual and
his needs, then it is wrong to argue that the consequent
deployment of resources is wasteful. Only ashen the aims
have been established is it meaningful to talk in terms of
efficiency or wastefulness. It was generally agreed however
that there was a basic conflict between choice of institution
for the pupils and ostensible efficiency in use of resources,

Two factors were observed to have operated to bring
schools and colleges increasingly into what had been tradi-
tionally each other's territory, first the developing practice
of presenting students in the technical colleges for the day
school certificates, and second the impact of the raising of
the school leaving age on the schools, in effect transferring
the old pre-apprenticeship course students from college to
school. This blurring of formerly sharp distinctions was
further complicated by a coining together in ether respects.
particularly culture, No longer, it was 'argued, was it true to
say that colleges had a more open climate than schools; in
fact some schools, especially sixth form institutions, were
more open than some colleges. Consequently there was a
less sharp dichotomy between the types of young people
attracted to the two institutions. Problems of discontinuity
and loss of interest sere also discussed and it was argued
by some that we simply did not have enough evidence on
the effect of change of institution on vs hich-to form a
rational judgment.

Differences between Scotland and England affecting the
problem were cited. Because of historical, sociological and
demographic differences the degree of competition between
school and further education was less in Scotland, and con-
sequently tits solutions required might also be different.
North of the border most secondary schools were com-
prehensive both in enrolment and in the range of courses
provided, and it did not make sense for the colleges to
duplicate these services. In England, on the other hand,
because of the greater prevalence of the grammar school,
the colleges might have a different function to perform and
a larger proportion-of the age group to serve, Others again
argued that in terms of specialisation, both of institution
and of subject matter, Scotland and England seemed to be
moving-in opposite directions. To a considerable degree
true of the subject, this is probably much less so of the
institution; Scotland for example has yet to develop the
sixth form college.

Pre-requisites to a Solution

The sharp differences of view taken by Mr Birley and his
respondents served to focus attention on the need for a clear
definition of the objectives of both schools and further
education colleges in respect of their provision for young
people of the 16-19 year age group. Agreement that aims
and objectives must be defined leaves however the vital
question of whose responsibility this is to be. More questions
than answers were raised on this issue: should it be the
headteacher and the principal? or what part should the
local authority play? and, in view of the undoubted fact
that what was most needed was careful overall planning to
provide both an educational pattern and management of
resources in schools and further education to ensure economy
and efficiency, svas there any real alternative to corporate
consideration?

Further, before goals and objectives could meaningfully
be developed, the needs of the young people concerned had
to be taken into account as these must arbitrate the final
solution, The urgent need here was for research to provide
the information on hich rational judgments might be
formed Some suggested that the tendency to put institu-
tional considerations first militated against a proper analysis
of the problems. and that preoccupation with organisational
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and administrative questions of the distinction between
school and further education had operated to the detriment
of the young people's interests,

Real progress in rationalising provision between school
and further education demisted on the elint;nation of the
existing barriers of the distinction between school and further
education. New attitudes were required on both sides.
Schools' resentment of the colleges' encroachment on their
territory in academic subject fields was only tired by is hat
they saw as the colleges' envious search for status, Most
people did not seem to be conscious of waste of resources
and sere little interested in furthering the cause of efficiency-.
For these attitudes, some members argued, there required to
be substitutes! the recognition that the different attitudes of
each type of institution reflected genuine differences of need,
and that it might not only be wasteful from an economic
efficiency point of view, but also mistaken educational policy
for further education to try to offer too many academic
courses and in so doing to fail to provide adequately for
those Mhos,: needs it could best meet now. Another con-
sequence of the present laissc: fitire development was the
absence of any stimulus to preparedness for the radical
constructive change required.

Others took the view that a less drastic alteration was
demanded. They questioned the meaning of the distinction
so frequently assumed between vocational and general
education and felt that even to the extent they could validly
be distinguished, they were not so incompatible as Mr
Dir ley's respondents had implied.

Pracrieui Probienis

A number of practical problems in achieving any improve-
ment on the present situation were considered. Among these
the physical problems of separate buildings loomed large.
Dispersed buildings produce great enough administrative
complexity in a single institution as those headteachers or
principals with one or more annexes well know: but when
this factor is compounded by separate managements in
autonomous units, the situation is even more intractable.
Time-tables control the use of buildings and any co-operative
ventures between school and college demand synchronisation
of both staff and accommodation time-tables at least at the
points of contact. This, many felt, wars a real obstacle.

An additional difficulty pointed out was the human factor;
joint use was an additional commitment forced on both
school and college staff, thus producing divided loyalties, a
first and a secondary responsibility. Pupils too, it was alleged,
with their continued loyalty to school even while in college
on link courses, tended to exacerbate this feeling. Within
the college itself the low status of link courses promoted
invidious distinctions among the statT. Two way sharing and
transfer of staff between the two types of institutions was
fraught with problems arising out of differences in qualifica-
tions and salary scales. Many of the further education staff
lacked teacher training. Teacher politics as well as party
politics therefore had a large part to play in either facilitating
or frustrating any changes, and consequently vested interests
created powerful lobbies to be overcome.

Legal aspects were raised also. Ilow, for example, one
group asked, did the notion of "in loco parcrais" apply in
the further education colleges? What was the position of
pupils not yet having reached school leaving age attending
the college for link courses? Closely related to this aspect is
that of pastoral care. A number of groups gave considera-
tion to this issue. Some urged the alleged lack of it in further
education as a major factor in favour of keeping academic
subjects in school so that pupils would receive full attention
to all aspects of their development. Others took the position
that for pupils of the age group under consideration the
school system of pastoral care Was oppressive and a very
sound reason for making alternative provision In college
for thok who felt this way about school.
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Steps rinser s. a Soiution

A eontrirehensise resiew of the existing situation to identify
areas of overlap sac suggested as the first step towards a
solution. Embracing staff, aceontmodation, equipment and
courses this would provide much ni,vded es Merits: of the
precise nature and extent of the problem. Differences in
stalling ratios, qualifications, salary s:ales and conditions of
source had kept the two sectors apart in any reviesss of
stalling needs, A joint schools and further education
survey, in terms of the young people to be served, was
priority in the eyes of one group.

Mr Fairlies solution, a rejection of the s,hole idea of joint
use of resources on the ground that both types of institution
could and should be so organised as to make efficient use of
their own separate resources, found little support in the
discussion groups. Most considering the problem as it
appeared south of the border, recognised joint use as an aim
both necessary economically and desirable educationally.
Surprisingly little consideration scents to have been given
to the Scottish distinction alluded to by Mr Fairlie between
provision of resources and provision of alternative routes
for people. None of the reports made reference to the practice
adopted in Scotland where the student is not normally
admitted to a further education college to undertake a
course provided in day school unless he is over 18 years.
This eliminates the duplication of provision for the same
group of young peon e, and leaves only the question of
shat different contribution each institution eats make to
their education and how best equipment and other resources
can be shared to achieve this end.

Members did, however, discuss a number of possible ways
of reducing the inefficiency of the present situation. Those
who concentrated on a subject or course based approach
wanted first of all a great deal more research into time-
tabling and the cost of offering specific subjects and varying
combinations of subjects in both schools and colleges, At
this point discussion tended to refer back to points made in
the previous session on Mr McGarrity's paper, it being
argued that centralisation or limited allocation of certain
subjects andfor combinations of subjects should be effected
among a given group of institutions within reasonable com-
muting distance, Such costs involve accommodation and
equipment as well as staff, and there is also the educational
cost of inflexibility, and restriction of opportunity for the
individual in a completely autonomous institution approach.

Among those who favoured a broadly parallel provision
in school and college there was propounded the suggestion
that OsMiapping and duplication should be permitted in
popular subjects of mass appeal, but that minority subjects,
particularly those demanding specialised staff, equipment

:yid accommodation should be allocated to either school or
college in a given area. Just how this could be done raised
interesting administrative questions as to who would decide
the allocation of courses and the associated resources and
where appropriate advice to pupils regarding their choice
could be provided free of the pressures of the competing
institutions. Joint academic hoards for each area college
and its associated schools seemed to one group to offer a
possible solution. Such an arrangement might facilitate
decisions between the competing claims of school and college
for the right to run any particular course, but increased
rivalry to recruit young people to the various courses might
well result, No suggestions were reported on how the joint
academic boards might deal with this.

Two other solutions were proposed, each taking an
opposite slew of sharing resources between school and
college. One, related to Mr rairlies argument, was that any
attempt to have school share with further education be
abandoned, and attention be directed simply to improving
the efficiency of the school system by c rasing and
rationalising the sixth form among the sc.toots either by
limiting certain minority subjects to particular schools or by
creating specialist sixth form colleges to provide for all sixth.
formers, (in Scotland these would have to include fifth
formers as weft unless the examination system were changed.)
The latter, if independent, satisfied neither schools nor
colleges, being seen as a threat to both and if, as in the
Exeter authority, sited in the further education colleges,
seemed to the schools nothing short of a total tragedy.
Much more radical integration of school and college was
envisaged by other members. Not content with ensuring
some joint use of resources, they argued for siting school
and college together on the same campus. Limitation of
time prevented the elaboration of this argument and it was
not made clear whether there would be one school or several
associated with each college. if the latter, something like an
American multi-institutional campus would be required with
all its attendant problems of sin and consequent dangers of
isolation from the community.

In the nature of the conference, discussion groups could
not be expected to arrive at considered conclusions, Posing
important questions for further consideration, putting points
of immediate reaction to issues raised either by the main
speakers or fellow members of the discUssion groups, and
stimulating and even provoking one another to continued
critical appraisal were the order of the day. In concentrating
on practical aspects of the central problem of the balance
between autonomous institutional and education authority
planning and finance on the one hand and the corporate
approach on the other, perhaps the discussions provided an
appropriate exercise on the threshold of regionalisation.



Resources for Education and
their Management
G. T Foxier

1, If T were to attempt in this paper to consider every
problem in resource planning and control in British educa-
tion, it would requite a volume to itself. I shall therefore
beg many questions, and leave others unanswered. Many of
them can be answered only by the exercise of--in a broad
sense of the wordpolitical choice. implicit in much of
what follows is that endemic problem of educational admini-
stration, the reconciliation of not obviously compatible aims.
Efficient resource management is an aim to which many
would now assent, Yet we seek to achieve it within a system
said to be governed on the principle of "partnership"
between central and local agencies and the organised teach-
ing profession, and any action seen as disturbing the balance
in that partnership occasions dissent if no more: it is not
obvious that tripartite corporate partnership is the easiest
way to achieve the most efficient use of resources, unless all
the partners are assumed always to agree. Other widely
accepted concepts could he held to strike at the root of
local and institutional autonomyfor example, equality of
educational opportunity, defined either as equality of resource
input to the education of all children (at least up to a speci-
fied age), or as equality of output measured by the average
achievement of social and ethnic groups, with inequality of
inputthe concept of "positive discrimination". Advocacy
of lk icier participation in the government of education
quo. Ily narrows the freedom accorded at least to local
authorities, as well as posing new problems in resource
management. Parents should be added to the list of
"partners", we arc told -- whether formally in the manage-
ment of schools, or less formally through the signature of
petitions. Alternatively, the local "community", however
defined, must be allowed to participate in school manage-
ment. "Management" without some control of resources,
or control of some resources, is vacuous. Such aims, if
realised in policy, would thus add to the difficulty of secur-
ing the most efficient use of resources. At the same time,
their statement poses starkly the problem of who is to
judge what is efficient, and by what criteria.

2. At national level, there is now a well-developed system
for planning and control of public expenditure. Annual
Public Expenditure Surveys project for 5 years the total and
the distribution of public spending, including that by local
authorities. In theory, the system might result in an alloca-
tion of resources to the education service designed to enable
it to achieve nationally agreed objectives. In Practice, there
seems no doubt that the systeM remains input oriented, with
a strong clement of bargaining between departments for
their "fair" share.1 Some Secretaries of State for Education
will still sec it as their task to "champion" the education
service, securing for it the maximum possible resource
allocation, while others will take the view that collective
Cabinet responsibility for overall economic management
must take primacy)

3. The P.A.R. Programme Analysis and Reviewsystem
ought to build into the control of public expenditure an
output orientation, since it is concerned with reviewing pro-
gramme objectives and establishing the most cost-effective
means of achieving them. Yet, whatever its other strengths
and weaknesses, there is no evidence` to suggest that in
education at least it has yet resulted to a fundamental
examination of social and political objectives, and of
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whether they are most readily achieved within education
programmes or by investment in a wider, if co-ordinated,
set of social programmes.: Departmental harriers remain
strong. Thus, if the objective, or one objective, of the new
nursery programme is to reduce the educational effects of
"disadvantage", it makes sense to ask whether that objective
might not be better achieved aver a defined time-span (which
may be long) by investment of th same resources in hous-
ing, social welfare and health programmes. {Perhaps
employment and pay policies come into the picture too).
That is, might it be that not only can the education service
not solve social problems originating outside education_.a
proposition now commonly acceptedbut problems seen as
educational can best be solved by action and expenditure
outside the education system? There is no answer to this
question, but there is no evidence that it has been considered
inside government, in the context of resource allocation.
Nor does Scotland seem ahead of England here, despite the
advantage that the organisation of St Andrew's house
under a single Secretary of State ought to confer, The input
bias of the Public Expenditure Survey and of the prepara-
tion of data for it seems to be too powcrfel.

4, The Public Expenditure Survey can itself be interpreted
its importing into the forward planning of expenditure
greater precision and rationality than is the case. Examine
the table on next page, which records the rate of growth
projected for local authority expenditure on education
in two successive public expenditure White Papers4
remembering that no great weight should be placed on the
figures for the last 2 years in each projection, which merely
show the effect of continuing accepted policies.

There is a considerable variation in the rates of growth
shown in the two White Papers, especially on capital expendi-
ture. Two possible explanations would be that the govern-
ment had decided in the course of the year to devote a higher
proportion of public expenditure to education, or that it
wished to devote a higher proportion of national resources
to public expenditure as a whole, with education getting its
fair share. In fact, the principal change was that its pro-
jections of national economic growth showed the economy
growing faster than had been anticipated the year before, so
that leaving the other two variables almost unchanged, it
could still plan to allocate more resources to education. Yet
apart from the proposals for nursery education and for in-
service education of teachers,5 neither of which could affect
spending significantly in at least the first 2 years, where
there is the greatest rise in current expenditure, no new
policies were announced. for the later years, these changes
should in any event be offset at least in part by the effect of
the continued decline in the birth-rate between 1971 and
1972 (the birth-rate is one factor determining the need for
"roofs over heads" school building), and the lower rate of
growth projected for higher education. In short, the varia-
tion in projected resource allocation to education appears
to have little to do with education objectives or policies, or
even with policies for controlling the proportion of G.N.P.
taken by public expenditure as a whole, and much more to
do with the expected rise in G.N.P.--a factor dubiously
within the control of any government, and certainly com-
pletely outside the remit of the education "sub-government".6
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(i) Line i 097211: For Cmosl, 4829 the hate Nurt used for calculating growth

is the expected espenditure outturn for 1971,2, while lot (mid. 5178 it is
the a.taal outturn for that year.

Iii) tine 21.1973;41i the "moratorium" on public building announced in
-Ostobcr 1973 must atTect the achievement of the capital eypendourc target
for this year. and may affect subsequent years loo.

(iii) Line 5 (1976..7): there arc no projections in Crum). 4829 for that year
tiy) Line 6: the base figure is again that for expenditure in 1971.2.
(s) Line 8: the base figure is that for expenditure in 1172J.
(sit Lines tl and 9: the annual variation in rolling projections of education

espenditure for the next 4 years (rot the same 4 years) is resealed it these
percentages, basest on Cmnd. 5178, are csimpaed with those bated on
C'mnd, 4829 on lines 6 and 7.

5. This is of course a phenomenon which is familiar to all
v,hen cuts are imposed on education expenditure in con
sequence of national economic difficulties, as in 1968-9. To
serve to remind us that the Public Expenditure Survey
figures are a doubtful planning base came the moratorium
on new building projects imposed in October this year, in
the middle of the first financial year after the public expendi-
ture and education White Papers of December 1972. Uni-
versity building is normally financed from capital, but local
education authority building is mostly financed from revenue,
through loans. Bence a moratorium on new building ought
in theory to reduce current expenditure in subsequent years,
at least until the building programme catches up with itself,
if ever it does. The moratorium was however imposed
because of alleged "over-heating" in the construction
industry, not because of general economic difficulties, If the
government's estimate of likely economic growth, and its
policies for the proportion of G.N.P. to be taken by public
expenditure and the share of that expenditure allotted to
education, were the same in this year's Public Expenditure
Surrey as in the last, the moratorium on new building ought
to result in the release of extra resources for other educa-
tional purposes, in the next financial year at least. (I hasten
to add that this is a statement of theory, not a prediction.)
Yet this change would flow not from a reconsideration of
education policy, but from the problems of the construction
industry. Resource switches of this kind are doubtless
inevitable, but they make a poor planning base.

6. Resource questions can thus distort educational
priorities. A more serious example of the same phenomenon
was the consequence of the 1968 cuts, which, apart from
the deferment of the raising of school-leaving age, bore

most hardly on further education. This was not the result
of considered educational judgment, but of the 'war Int-
possibility of securing a significant shorttemt reduction in
expenditure, or even growth of expenditure, on the com-
pulsory age-groups. Dame Kathleen 011erenshaw has
calculated" that in 1963 only I er% of expenditure on these
age-groups was devoted to improvements other than reduc-
tion in the teacherpupil ratio (about 4 The rest went to
pupils in or about to enter school, and preparation for an
increased school population and for the changing distribu-
tion of population. Demographic factors-- essentially, the
birth-rate and population movement --NM: 01' course been
crucial determinants of the distribution of education expendi-
ture. (The present estimate is that the peak population of
primary and secondary schools will be reached in 1976, with
a decline thereafter to the mid-1980s). The range of realistic
politica) choice was thus sharply narrowed, Choice of course
remained, as is demonstrated by expenditure on reduction
in the teacher-pupil ratio in 1969.

7, The most expensive policy commitments of recent years
sshieh lay within the effective control of politicians and
administrators have been to the constant improvement of
stalling ratios in schools, and to the satisfaction of "social
demand" (the Robbins phrase) or "private demand" for
higher education. The former has affected expenditure on
the schools, but both have affected expenditure on higher-
education. It could be argued that the commitment to a
distribution of places within higher education which favoured
applicants for science and technology has also proved very
expensive, but it is difficult to diSentangle the cost of this
policy from the overall costs of universities and polytechnics.
The following table shows the increase or decrease in the
share of total education expenditure taken by selected
sectors of education in a period spanning the lifetime of
three Parliaments and two governments.

TABLE: 2

Proportion of total education espenditure at current pricey by
public authorities (England and Wales) on selected items.

1939;60 and 1970,11

Category

I. Primary schools:
current and capital espend

2. Secondary schools:
current and capital expenditure

1459,60 1970,11 'proportion

tare , 29 255 I -3.5

33.6 28.2 ! 5.4

3. Further and adult Education:
studerm' tuition fees, other current and
capital expenditure I0 12.6 I 2.6

4, Training of teachers:
current and capital espenditure on
tuition and residence. 2 3.5 + 1.5

5. Universities:
. grants from public authorities to

students for tuition fees and to
universities for current and
capital espenditure

6. Maintenance grants to students on
' courses in categories 3-5, plus ,escrow

try teachers on secondment for
insersice training

1. 3-6 together

7.3

2.7

1t -6 t 4.3

4.3 y 1'6

22 32 1-10

NO/E
Percentages are calculated from figures for expenditure given in Statistics of

Education 1971, Vol. 5, Finance and Awards, 1E M.S.O , 1972, Table 2,

Even when part of the cost of teacher education is attri-
buted to the school rather than to the higher education
sector, it is clear that resources were redistributed from the
former to the latter. Even after 1967, when both the largest



political parties committed themselves to a policy of "positive
discrimination" in favour of the disadvantaged, there has
been a shift of resources towards higher education which
of course contains a high proportion of the non-disadvato aged
(a more anodyne word than "advantagcti").8 To protest
against a slower rate of growth in higher education exesendi
Lure- which is not ileC0831ily the same as the rate 01' increase
in numbers of students admitted- therefore comes ill front
those who advocate discrimination in favour of the demised,
unless they also argue for a substantial shift of resources
away from other activities, public or private, and into
education.

S. These are examples of national resource management
which either run counter to professed social and educational
p. inciples, or have not been justified in terms of them. -Mere
is a recent and interesting instance; of what must either be a
failure in government to decide which of two opposed
educational principles is paramount, or of concealed deter-
mination of an educational issue on resource grounds. The
English education White Paper of last Decendxog says that
"Government believe it would be right" for -moo" extra
nursery provision to be made in the form of classes attached
to primary schools, "biricarionidie this has the ,tdvantage
of avoiding a change of school at live," The Scottish White
l'aperw assumes a halfand half division between such
classes and separate nursery schools in the early years of
the programme, and argues that "it is undesirable to attach
classes to large primary schools since young children cannot
easily cope with very large numbers of fellow pupils." "The
tiosernment" there concedes th,o it will bear its share of
the additional cost of providing places in nursery schools
rather than in nursery classes, while in England "no allow
imix;" is made for this. The economic argument is clear, and
two valid educational principles are opposed. in choosing
between them as a basis for resource allocation "the Govern-
ment- shows clear signs of schizophrenia. Alter.ratively,
SEA). has done better than D,E.S. in bargaining for extra
resources within government, or finally, there are concealed
arguments about the optimum educational use of existing,
physical resources in Scotland and in England. On the
evidence presented, it is hard to escape the conclusion that
there is an element of the irrational in government's
management of the at atailaoie resources.

9. There is a further problem in both White Papers in
respect of nursery education. Despite the statement in the
English White Paper that "a clear perception of objectives"
is necessary,' I neither provides it. Both speak of the com-
pensatory function of nursery schooling, but both also
suggest that demand can arise from other groups than the
disadvantaged. The ditileolty is that if the programme is
intended to be solely or primarily compensatory, it implies
"Positive discrimination" in the use of resources. whereas if
it has multiple objectives it does not. The White Papers
give no clear guidelines.12

W. My purpose in seeking to show that despite P.A.R.
and the Public Expenditure Survey system resource planning
for education in central government remains imprecise and
not fully rational is to stiggest a question: what would be
the consequences if it ceased to manifest these features, or
was believed by the participants in the planning process no
longer to manifest them? One consequence might conceivably
be that the education service received not a larger but a
smaller resource allocation, if it could be shown that certain
educational objectives might in the long term be better
achieved through heavier and better planned investment in
other services. More certainly, ministers and for that matter
senior officials would come to feel increasingly constrained
in their chOice of oolicies: the field of rational choice Would
appear to narrow. They would thus be less sensitive than
now to the arguments and pressures of outside bodies, includ-
ing the organised teaching profession. A sense of certainty
in central government of what should be achieved and how
it could be achieved (however delusory) would also lead to
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increased direction or dictation to local authorities as to the
use they made of the financial resources provided to them.
Significantly, little discretion is left to authorities or colleges
in the total number of students they may accept for courses
of teacher education, or in determining the balance of train-
ing -a field where central government has, whatever fore-
casting errors it may have made, fell certain of its numerical
rectitude. More precise and "rational" longterm resource
planning in central government would then probably result
in a diminution of the autonomy and the influence of the
other "partners" in the government of education.

11. Finance flows front central to local government
primarily through the Rate Support Grant. I mention it only
because it is negotiated for fixed 2-year periods (with some
allowance for inflation in the "off" year), aiht alert: is no
indication of its likely level thereafter. This cannot be
squared with the 5year rolling programme of the Public
Expenditure Survey. at the least preliminary decisions about
the third year of R,S.G., on a tolling bask, would be
required. The school building programme. rolling forward
over 3 years, comes nearer to the P,E,S.C. model. The
annual notification from D.o.E, of the permitted level of
expenditure on "locally determined schemes" is furthest
from it. Recently central government has taken to advising
local authorities, again on an annual basis, of the limits
within which they should seek to restrain increases in
expenditure.

12. The Education and Arts Sub-Committee of the
Commons Expenditure Committee last year doubted the
wisdom of using so many different financing and planning
periods in the developnieru of specilicalty higher edaeation.13
iThe picture of university planning differs, but is scarcely
more compatible with the Public Expenditure Survey, since
hoe 5-year lived periods are used for recurrent and equip-
ment grants, and shorter periods for the building programme.)
Their argument can be generalised to cover all education
expenditure, It is of course possible to exaggerate the degree
to which these systems are out of phase with one another;
thus, it was not accidental that the 1972 education White
Papers, which embodied the university quinquennial settle-
ment, and behind which doubtless lay detailed calculations
of local authority education expenditure for a 5-year period.
appeared at the same time as the annual public expenditure
White Paper. Nevertheless, the detailed figures for local
authority expenditure were not revealed: to have declared
them would have been to give a hostage to fortune. The
control of local authority spending remains one of the more
sensitive mechanisms for short-term national economic
management, within of course narrow parameters. Hence it
is advantageous to central government if in this area financial
planning continues to manifest elements both of imprecision
and of hypocrisy, or concealment.

13, While local authorities themselves used the traditional
one-year financial planning system, these disparities perhaps
mattered little. Now however there is a powerful swing not
only to corporate management, but to longer-term resource
and policy planning within the cOrporate structure, Sonic
57% of local authority revenue is derived front government
grant. It therefore makes everdecreasing management sense
that the expenditure for which that revenue is used should
be planned on a 5year rolling basis in both central and
local government, but that the link between the two levels
should consist for revenue of biennial negotiations fora
fixed forward period, and for expendittire of annual notifica-
tions and advice; supplemented by a 3-year rolling building
programme. The annual adjustment of R.S.G. to lake account
of poeled expenditure; so that no authority knows for Certain
until lzac in the day to what expenditure other authorities
have committed it, is equally hard to accommodate within
5 -yea' planning, Local authorities accept in any event that
there must always be short -term adjustments to permitted
expenditure to take account of a changing rational economic
situation It might therefore seem desirable to encourage
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their own long-term resource planning by giving them
clearer indications of both forward revenue support and of
permitted expenditure, always of course within the frame-
work of policy commitments already announced or adopted.

14. The introduction of corporate management to a wider
range of authorities raises other problems of education
resource management, to which I shall do no more than
allude. Education expenditurewhether n be on buildings,
teachers, equipment or anything else is, in the school
sector at least, largely determined by demographic change.
Authorities can neither individually nor collectively control
the birth-rate. They can however exercise considerable con-
trol over the movtment of population, and it is population
shift which in part determines when and where a new school,
or an extension to an elisting senool, must be built, staffed,
equipped and operated, At the salve time, some education
spending is on social welfare objectives; a corporate manage-
ment system ought to ensure that such expenditure is co-
ordinated with that borne by social service departments,
and that there is neither duplication nor neglect of desirable
activities. Yet the structure of local government for England
which will operate from April 1974 outside London, per-
petuates the division of planning, housing, social services
and education between two types of authority. That all
authorities are now to be deemed "equal" i.c, county are
not superior to district authoritiesmay make problems of
co-ordination yet more difficult of solution. The split is not
the same in metropolitan and non-metropolitan areas, nor
yet in Wales and post -1975 Scotland, but there is the same
need for co-ordinated planning. Only the strongest continu-
ing and formal links at both official and elected member
levels are likely to achieve it

15. The use of corporate management and long -ter a
planning systems in local authorities could replicate the
effect of their use in central government. They diminish the
perceived short-term freedom of choice of those applying
them, discouraging the entrepreneurial councillor or for that
matter official. In one authority, where this approach has
been used, an official from another department suggested
that at least he could spot the weak points in the pi oposed
budget for education and knew where to propose reductions.
A long-serving councillor in the same authority confessed
that white on the old system he knew exactly which levers
to pull, and at what moment, to achieve it personal policy
aim, he stilt had not discovered how to "operate" within
the new system. When control of an authority changes hands,
the newly elected majority must lied that despite their
promises to the electorate their freedom of manoeuvre
within a three- or four-year term is very narrow, unless there
is massive disruption of carefully co-ordinated programmes.
Doubtless this was always true: what is new is the clarity,
perhaps even the misleading clarity, of its perception which
corporate forward planning brings.

16. The danger is that such perceptions will make both
officials and elected members less sensitive to changing
institutional, community and personal needs and demands.
Better two-way communication with the public will not be
effectivo unless it is seen to affect policy. Forward planning
for the, onaimum educational use of existing and new school
buildings may aced to rigid zoning and pupil-allocation
schemeS (no names, no packdrilli). If an education authority's
objectives are specified in detail at an operational levet, the
perceived freedom of headteachers to set their own institu
tional objectives may be narrowed, and subsequent discussion
with them of their own role in achieving the Corporate plan
may not alter this view. Above all, became the authority
must plan the Overall resource allocation for its Schools and
colleges, it may set staffing and equipment norms for all
"similar" institutions which it maintains. Just as central
government now tries to plan teacher supply on the basis of
target overall staff: student ratios,l4 so local education
authorities control the allocation of staff to their schools
and may set overall norms for each sector. Indeed, since

teaching stall' still account for some two-thirds of the running
expenses of maintained schools, and all stall for some three-
quarters, the permitted teacher:pupil ratios is one of the
most sensitive instruments to use for short- and medium
term control of expenditure. Other authorities scent to use
the capitation allowance: an examination of any year's
Education Statistics from the I.M.T.A. leaves the impression
that reading and writing standards are not universally high
partly because sonic authorities provide few books to read
and others little upon which to write. One North of England
county borough spent so little under the head of "stationery"
in 1971)72 that I suspect its schools must still use slates --
which presumably appear as "educational equipment".

17. Eric Briault has argued cogenttyl., that a wide variety
of combinations of teaching staff, technical and ancillary
staff, and equipment is educationally permissible, that the
needs of schools differ and that the most appropriate "mix"
of these elements may best be judged at school level ,Nith
whatever expert guidance may be necessary), and that it is
essential that all the elements in the package be planned as
a single entity in order to secure maximum educational value
front their use. This inevitably entails the devolution of some
responsibility for resource management, within overall
financial limits, to schools and colleges. It thus tits neatly
with rofirical demands for greater institutional autonomy,
and for increased teacher, parent and community participa-
tion in management. The, principal weakness in the Governors/
Managers system has always been that they do not control
any key resources, and thus have no "government" or
"management" function. At the same time, the demands of
sound management practice reveal the way out of the
dilemma which I have suggested their satisfaction at govern-
ment and local authority level creates, If the successful use
of corporate resource planning techniques there has perhaps
unacceptable political consequences, that is merely an
indication that change in the method of planning and con-
trol has side-effects which can only be obviated by change
in the structures of management.

18. I would enter three coveohs. Firstly, local authorities
could not content themselves merely with fixing overall
financial limits for institutional expenditure. Resources of
the same monetary cost are not necessarily interchangeable.
Put simply, you cannot employ in total more teachers than
there are available in total. Devolution of resource manage-
ment to institutional level thus demands bargaining, and
involvement of institutional representatives in corporate
planning at authority level. If the authority merely adjudi-
cates between bids, the process will be neither managerially
nor "democratically" satisfactory. This might lead to the
same consequence as the system by which central govern-
ment divides the school building programme between
authorities: some authorities still bid for a quite unrealistic
allocation, effectively leaving free choice, and hence un-
trammelled power, to the Territorial Principal of the
Department (or in Scotland, to S.E.DnOs

19. The second careen is that the resources of schools
serving the same community can with advantage be planned
and managed as an entity. There is thus a casenot the
traditional caseafor "groupine schools, primary and
secondary togetheror first, middle and upper schools, and
perhaps even the F.E. college.

20. Thirdly, power implies respoosibility, and responsi-
bility can be exercised effectively only with knowledge.
Manzer s judgment of the Natioital Union of Teachers is
apposite.17 The failure to comprehend the realities of politics
in its policy deliberatiOns is partly the result of a procedural
gap in the internal government of the Union...: There is
no effective downward communication of the framework
within which demands must be put and of the resources
available for distribution to education.... The policy
demands made by teachers, have been derived from
long-standing ideals and goals and have refused to admit



the implications of the relative shift from educational theory
to economic considerations as it basis for national policy
determination," Whether this be the right judgment of the
N.U.T. or not, the lesson for effective resource management
in schools is clear, There must he effective communication
(Anil:Ivan/A from the authority of the framework within
which decisions must be Liken, and of the factors which
will determine the most effective use of limited resources.

2 1 . I t is in schools and colleges that the work of the 1).1'.S.
on what have become known as the -Delany norms" is most
usefully applicable. 'They have been used by the Pooling
Committee to suggest target stall': student ratios for all
establishments of further education, and its recommenda-
tions have in turn been used by a few authorities to impose
stalling cuts On particul;tr co,, 11eges. llere sse have the perfect
example of the effect of central resource planning techniques
upon first the local authorities, and then through them upon
the institutions, where managerial choice scents to decline
to vanishing point. Yet Ddany's work is invtluable. if it is

applied within institutions exercising some freedom of
resource management inside predetermined financial limits.
The more widely understood are the factors affecting stall'
utilisation, the mote likely is it that professed educational
objeclises vs ill be achieved. The most striking example of
unconscious resource management with unforeseen con-
sequences is undoubtedly the use of teachers for small
groups of sisih-formers studying, a wide and diverse range
of disciplines. It may be argued that this is desirable on
educational grounds although it is hard to see how to
justify an overall sixth-form teacher:pupil ratio lower in
mans authorities than the target ratio for universities- but
at least the of of this arrangement on the achievement of
other educational )l-ljectives should be understood by
teachers (and by parents) so that ahem:disc uses of resources,
and the use of alternative resources may be rationally
considered.

22. Let me conclude on a provocative note. Wider and
deeper understanding of the factors affecting choice in
resource utilisation may have repercussions throughout the
government of education. Firstly, it may become apparent
that constantly to urge continued improvement in teacher:
pupil ratiost8 is but one choice among alternatives more
than one of which may be as effective educationally. It may
also be understood that to seek this, plus improvement in
the real value of teaching salaries, is to limit the number
and scale of other improvements in Ihe educational system
which may rationally be soughtunless the aim is to re-
allocate resources from other activities to education. If that
is the aim, it becomes ever more necessary, as both central
and local government adopt a corporate management
approach and long.term resource planning, to say front
where, on what grounds, and how the reallocation shall be
made, and what its consequences for other services may be,

23. Secondly, it may also be better understood that the
organisation and content of education and the resources
(both in volume and type) which it consumes, are inextricably
interlinked. There is tittle point in denying to those from
whops one dernandS new structures and increased resources
any interest in the: use to which they are Out, That ministers
and officials have no interest in the curriculum, in What is
taught and leitrnt,hAti ;0..tyi been a myth. A hidden interest,
perhaps eXpreSsed through resource allocation (for example,
to the polytechnics tather than to the universities) seems to
me more objectionable than overt, if co-operative, involve-
ment.

24. Finally, the relationship between resource consumption
and institutional autonomy may become clearer, in post-
secondary education there can be little juStification for the
continued replication of the ,,ante or similar teaching material
in a large number of instiadaors, at high cost. to the schools,
Some learning resources are most effectively used if shared,
whether between schools or more widely within the local
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community, or throughout an authority's area. if efficient
resource management demands a reconsideration of the
telationship of central government, local government and
institutions, it also requires schools and colleges to question
the absolute value some have accorded to institutional
autonomy and to some forms of teacher freedom, Ossifica-
tion of attitudes is the enemy not only of effective resource
management, but also of education.
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Response: D. P. J. Browning

I am sure we all regret Professor Fowler's illness because
his Paper is very closely argued, it's not light reading, and
1 think we should have been able to give it much more care
and attention if we had had it more in advance, and 1 think
see should all have welcomed the opportunity of a detailed
discussion of this paper with him. However, the situation
which we are confronted with today is that some of us only
received the Paper this morning. Therefore, to aid your
instant digestion of this heavy material, and 1 am going to
attempt to indicate briefly the essential argument of the
paper; and then to help your critical consideration of the
argument, I am going tont Ike it less comments, with Mr
Davies follosving, to help the discussion begin.

Now Professor Fowler, in consideling the problem of the
Manitgement of Resources in British education, has started
off by pointing out the partnership which exists in running
the system, the partnership between central government,
local government and the organised teaching profession, lie
also calls attention to the encouragement now being given
to increased participation in running the system by parents
and local communities.

Well, with this starting point he then goes on to describe
the system of central planning and control of public expendi-
ture on education exercised by central government. lie
describes, first of all, the annual expenditure surveys, which
are published each year in the autumn. These surveys
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anticipate the likely expenditure on the education service
in the financial year ahead, but a'so this expenditure is pro
jeeted forward for five years on the basis of the policy
trends which are at this point of time visible, Beside this,
he also describes P.A.R. as it k called Programme Analysis
and Res iew. ThR is the means by which central government
reviews projections and objeetives, and how progress towards
them is being m.tde. Well, having done all this, Professor
Fowler spends considerable time in examining the in-

of this system. Iles first point he makes is that
whilst the public expenditure surveys are undertaken annually,
the fiseyear forecasts change from year to year and he pro-
duces a table showing the changes which have appeared in
recent White Papers without any espliteation at all. The
policies indicated in the surveys - the projects which central
government have in mindare carried out by local authori
ties with financial assistance provided through the rate
support grant. The rate support grant is calculated every
use years, but is adjusted in the light of changes and after
much arguing and inlighting every year. The important
thing to realise is that the rate support grant is in no sense
an earmarked grant. It is a general grant given to local
authorities to dispose of as they think best and so in this
process there is no guarantee that a local authority receiving
its rate support grant will in fact carry out the policies
which the central government has laid down.

So this is the situation: you have the annual public
expenditure surveys with five-year projections, the rate
support grant worked out every ten years. but updated
an and in addition you have continuous school and
college building programmes, which arc rolling programmes,
operating on a three-year basis. Then for expenditure on
furniture and equipment and youth service projects ("locally
determined schemes" as they arc known in the business),
the total sums available to local authorities are determined
by the Department of the Environment on a yearly basis,
Well, here you see the difficulty of integrating in a coherent
way all these different operations, Professor Fowler makes
a very telling point; to make this situation worse, you have
central government frequently using local government
expenditure as an economic regulator.

Professor Fowler's conclusion is that resource planning
by central government is imprecise and, this is his term.
not fully rational"; and he shows how in a large organisa-

tion like local government, it is in fact very difficuit to
achieve an integrated and systematic approach to public
expenditure. (He makes a rather amusing but significant
point about the recent White Paper on future educational
expansion. You know that considerable amount of space
was devoted to nursery education. Well, Professor Fowler
has compared the Engtish version of the White Paper with
the Scottish version of the White Paper. Ete finds in the
English version that advice is given that nursery units should
be attached to existing primary schools, because for the
children there would be no change of school involved,
However, in the Scottish version the advice is directly
opposite: young children are seen as not being able to cope
with too many older children and so the advice is separate
nursery establishments for them.)

Well, giver, the conclusion that resource planning by local
government is imprecise and not fully rational, Professor
Fowler asks the basic question: "Is it desirable that this
situation should be realised?" in providing an answer to
this question, he hesitates considerably and finally decides
No, for three reasons, Ile considers that if there were greater
certainty by central government in its planning of resources,
this would be likely to lead to a diminution of autonomy
and influence by local government and the teaching pro-
fession. He also thinks that if there were a greater certainty,
there might be less sensitivity locally to changing needs and
demands; and with greater certainty, he assumes firmer
control. This would mean a narrowing of opportunity for
decision by heads and colleagues in individual institutions.

Well, at that point I stop speaking fOr Professor Fowler,

:Ind myself join in, because my answer to this question; "Is
it desirable that this situation should be realised'?" is com-
pletely different, In my view, the present situation is deplor-
able. Just look at the expectations which the recent White
Paper has raised about nursery education, stalling standards,
in service training and the development of higher education;
and there is hardly anything at all in the White Paper on
how all this is to be paid for.

Contrast this with the situation this autumn which con-
fronts us who are working with local authorities, as we have
to prepare our estimates for I974 -75, First of all, inflation
is running at about 9%. Then next April for those authorities
in England and Wales who are faced with reorganisation of
local government, this is going to be a tremendous addi-
tional expense in staff, in new buildings, in compensation
for loss of office, for very generous retirement arrangements
to encourage those over 50 to go. There is all this, and it
has never been costcd. In addition, certain local authorities
will be combining and there will be all the expenditure on
harmonisation of policies and practices. Reorganisation will
involve substantial additional expenditure next year but
then, as Dr. Oreer indicated this morning, discussions are
now going on about rate support grant for the next financial
year. He indicated that a plus of 7% is necessary for educa-
tional needs next year; yet the present state of negotiations
indicates the Government is likely to make only a plus of
under 5% available.

You can see front this example the major difficulties which
are likely to face the education service from 1st April next
year. Inevitably, there will be screams about this because
the rates won't be able to take at one go all the implications
of the present situation, and then the screams will go up
about the inadequacies of local authorities, But behind it is
a situation which is mostly of central government's making,
with local authorities having the job ol making the best of
the difficulties. Front this one example, I say that the present
imprecision and illogicality in central government arrange-
ments are no longer adequate. Furthermore, there is a strong
move now in local government, encouraged by reorganisa-
tion, towards corporate management and this means a more
rational and systematic approach towards the management
resources. A common objective is that each authority should
work out its broad strategy over a live year period, and then
having got it clear, to de-centralise decisions as much as
possible to the institutions involved. At the same time there
is an attempt to ensure that flexibility remains within this
framework to permit adjustments for changed circumstances.
All this, in my view, is to be much encouraged within local
authorities but this trend will not be encouraged, but rather
frustrated and not taken seriously, if there is a continuing
lack of realism and coherence and consistency in central
government planning, and of inadequate funds being made
available through the rate support grant for the policies and
services which central government propounds. I have
attempted to indicate the essence as I see it of Professor
Fowler's paper, He has asked a basic question. In answer-
ing, he has come down on one side of the fence; I have
come down on the other. Mr Davies is now going to look
at it further.

Response: J. L. Davies

I find this paper a fascinating one to comment on since
it raises so many fascinating issues. Whilst agreeing with
Peter Browning that there are national circumstances which
are beyond our administrative control as institutions and
local authorities, there may nonetheless be activities which
we can undertake to cope with the situation in which we
fled ourselves, so well portrayed by the two previous con-
tributors. Thete seem to be three major issues arising from
Professor Fowler's paper, which I would like to develop
further: the question of justifying expenditure for educe-



tional purposes: the manner in which choices or priorities
are exposed; and the question of scenting the commitment
of the participants within the system to given courses of
action. Let us now examine these in turn.

Justification
It is clear that the questioning of the the of resources in

education is going to be a major issue of the next decade.
This is pal tit:LILO). evident in the case Of the non-educa
tionalists who are cones,:riled vs int planning and financial
allocation, especially treasurers and the newly ranipant chief
executive officers in local authoinies. All services are being
rigorously asked to substantiate claims for more resources.
and Ishilst in the past in education sae have claimed a certain
degree of immunity on the grounds of academic freedom
and the fact that the bit tho (tte is beyond our control, the
advent of corporate management, performance review sub-
commtlees, etc,, would seem to indicate that things are not
going to tx quite the same again. We are, therefore, forced
to ask the question -hosv do we know whether our institu-
tions are effective, and can we infer any relationships
between a given input of cPcnditure, and a given Outcome
in terms of educational, cultural, social or economic
iiehievement ?"

Assesong the effectiveness of the edaeational institution
is a difficult task at the best of limes, and our tcehnolog'i of
assessment is sadly imperfect. ilowevei, the following areas
of investigation are worth recording,

I) Professor Low ler makes the point that corporate
minagotnent ,},terns may make both of and elected
mmbers less sensitive to changing institutional, community
and personal needs and demands". Thus, it m iy be inferred
that the legitimacy of the education service's demands for
mote resources can he Paeehed as rather limited, and vino.
be based on the professional's interest rather than that of
the client. This is unfortunately true of several corporate
management systems my colleagues and I have observed.
Strangely enough, this may be because of a theoretical lapse

the failure to base a corporate system On an opeir system
design, Much forces attention on the nature of our com-
munications Nt1111 clients-- the extent and objectivity of our
information on the community, the effectiveness of institu-
tions like governing bodies, parent-teacher associations,
advisory committees, etc. There is, of course, likely to be a
difference betueen the overt demands of pressure groups,
and the needs of silent majorities and silent minorities, not
given to vociferous protestations. Nonetheless, the point is
that jusalication is clearly more convincing with it store of
demonstrable evidence of need for resources.

(2) Justification May well need sonic -objective- measure
of achievement, Thus far, this has been difficult to assess in
the long term. It is one thing for us to produce students
with it given qualification: it is another thing to demonstrate
their worth to the community in educational, social or
economic terms. One may attempt it through the economist's
approach of rate of return studies, or manpower forecasting,
which respectively suggest that a student's value to the
community may be measured in terms of earnings; and that
one may justify resources by identifying a projeeted reed for
given types of manpower, Some of these studies are helpful,
particularly at national level, but thus far, not much has
emerged useful in practical day-to-day justification for the
local administrator.

(3) We may be glad to use other "objective" indicators
that resources are needed, indicators particularly related to
the peculiarities of the environment, or the nature of the
learning and administrative proms§ within the school. The
ubiquitous star/student ratio, or staff pupil ratio has assumed
primacy in this context. We have already heard in this con-
ference of Mr Mc(larrity's fascinating paper, which includes
"justifications" like the number of remedial children, in-
service training, extra-departmental administration, etc.,
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and of LL,F.A.'s deprivation index, discussions on which
include reference to pupil turnover, teacher stress, housing
stress, disturbed children.

This notion of -abnormils" ;and formulae, whilst poten-
tially confusing to the uninitiated, is nonetheless an impor-
tant development ultich should lend weight to our arm,

Our observations thus far have been directed at a sort of
self-defensive reaction. This ought not to obscure the funda-
mental point that the community has a right to expect that
sac use our existing resources effectively and with imaging-
tam. Periodically, a peep at the skeletons in our cupboard
is highly desirable. For instance, when polytechnics began
to look at their performance as a result of the Pooling
Committee recommendations on Staff; Student Ratios for
Advanced Level Work, several institutions found themselves
vvith, for example, 25 science or engineering teachers too
many, or, conversely, about 2t/O students too few. This
is, of course, explicable in terms of the market downturn.
What is riot explicable is the absence of remedial action
over the last the years-market development, the search for
new activities, the failure to redevelop staff, the proliferation
of options, Lind persistence in tilling vacant posts with staff
whose expertise was not likely to be in demand, It is also
interesting that the search for new modes of learning may
have been produced as much by economic rigours as by
external experimentation. Being forced to justify, as Dr.
Johnson once said, in a slightly different context, "con-
centrates the mind wonderfully".

The [MALIN of (holces and Priorities

We are often inclined, in education, to conceive of the
universe as being hounded by the edge of the school playing
field, or it sea of Form; IT:21. We sometimes assume that if
there is a community or client problem, an additional input
()I' resources to he (.1 ployed. by the. education department or
institution o ill surely put it right. This need not necessarily
he so, since the root cause of the problem may not be
capable of being resolved by unilateral action by educa-
tionalists, though they may very well have a large part to
play. Thus, the dialogue unit other local authority otlicers
in Recreation and leisure, Social Services, I lousing,
Industrial Development, and maybe Consumer Protection
in terms of probinn definition, pooling information, setting
compatible and interrelated objectives, joint itelivity at field
level, joint evaluation, etc., can only be to the benefit of the
client in the long term. One of the heartening things I
observed recently was the sight of a director of education
being hotly defended in committee by a director of social
services, housing manager and industrial development officer,
on the grounds that his plans for pre-school provision were
so pertinent to their own objectives that any dilution of
resources would create serious authority wide repercussions.
Corporate management is not just a set of techniques: it
should be a state of mind.

The current shortage of resources and the decline in the
tax-base in Inner City areas, clearly mean that we have a
problem of choice in authorities and institutions: what to
do, and what not to do. What worries me-a little is that our
decision-making is being made more difficult, and our
understanding of consequences blurred, by potentially un-
helpful aspects of the decision and budgetary process. Let
me offer a few illustrations:

( I) Several authOritles have encountered difficulties in
resolving problems in the 16--I9 age group because
of the separation of Schools and F.E. Burnham.

(2) Budgetary headings may be essential for budgetary
control, but the separation of teaching staff salaries
from non-teaching:stair salaries and an absence of
virement between the headings does not assist either
economy or a judicious mix of resources, The legend
is widely accepted that it is far easier to obtain teachers
than clerical or technician staff, because of the differ-
ing sources of external control,
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(3) Capital and revenue budgets are separated lot good
reasons of financial ntan;tgement, I lowever, it is not
unknown for conunittees of members and officers,
dealing with each on separate occasions, to pass
capital finance for a project, but refuse a revenue
allocation Project budgeting may be more nwaningful
to academics within institutions, Hilo.

(4) Decisions on course development, in further education
institutions normally do not include data on the cost
implications of such activities, and the people mainly
concerned with course design are normally not cost
conscious, nor encouraged to be so. Cost conscious-
ness is not necessarily incompatible with the capacity
for educational innovation. This separation of educa-
tional decision-making from resource decision-m: l;ing
can also prove to be unhelpful, It is highly likely that
a given range of educational objectives may be capable
of being achieved through a range of alternative
instructional models. These, in turn, are likely to have
different cost implications. If it is possible to achieve
these educational objectives by the least costly method,
is this bad, or counter to academic freedom?

The machinery for making decisions in education may
thus hold scope for improvement both at LEA. and
institutional level,

Commitment

Implicit in Professor Fowler's paper is tlw significance of
the behavioural basis to resource t'ilocation and decision.
making, and there is evidence of encouraging developments
in this field. This is particularly evident in global budgeting,
where the total permissible amount of expenditure is deter-
mined at the top, and where the incidence of expenditure,
or cuts in expenditure is decentralised to appropriate levels
in the organisation. This determination of the priorities at
particular levels will undoubtedly lead to more conunitmerst
on behalf of the participants than is likely with an imposi-
tion of cuts from above; will develop participants' cost
consciousness and sense of responsibility without sacrificing
public, accountability. One of the interesting features of the
next year is going to be whether the movement toward "cost
centres" can survive the economic stringencies and hardships
likely to be contained within the Rate Support Grant
negotiations. There is precedent for assuming that tighter
economic controls often mean tighter managerial control.
This need not be so. We shall see what redefinition of
"public accountability" and "academic freedom" may be
necessary.

This response to Professor Fowler's paper has been brief,
but this is no reflection on the stimulation of the ideas
contained therein.



Corporate ManagementChallenge
and Opportunity
A Summary of the Plenary Discussion in the Final Session of the Conference

E. A. Ewan

Discussion in the final session concentrated mainly on
implications for education of the implementation of cor-
porate styles of management at regional and divisional level
in the new structure of local government, with particular
emphasis on information, evaluation and accountability.

The first point made from the floor was that under a
system of corporate management education would lind it
much more difficult to obtain resources than it had in the
past. Where it had formerly been cushioned by the statu-
torily delegated potters of the Education Acts, competition
with isrher local government services would now be direct
and immediate. This lends weight and urgency to the argu-
ment that a really professional approach to resource manage-
ment demands a critical, sound and well reasoned ease for
those resources allegedly required as well as careful assess-
ment of the efficiency of their use. Hut it goes further: it
requires much fuller exposition of the arguments to the
elected members ultimately controlling the allocation and
distribution of the resources, and a presentation in terms
comprehensible to these members and to senior officials in
other professional areas with whom the educationist will be
competing for his share of the total available resources.

Information then, it was agreed, will be not only
inforniation passed by the educational resource seekers to
the decision-makers, but also information available in much
more precise detail to the educationists themselves on which
to build their case. Traditionally educationists had tended
to concentrate too much on input of resources and pay too
little attention to output. Evidence was now increasingly
going to be required that monies already allocated had been
well spent before serious consideration would be given to
pleas for more.

This raised tlie question of how such improved information
could be collected and presented to the local authority
education officer and members. One suggestion was as a greatly
expanded corps of local authority inspectors, advisers or
organisers to provide detailed and authoritative feedback,
not only on what was required, but also on the utilisation
of resources in the existing system. It was further argued
that such a service could be maintained at quite reasonable
cost, the figure suggested being less than 2 of the salary
bill for the teaching force.

Instead of pursuing the implication; of this type of
approach, the conference passed straight on to consider the
basic problem of evaluation and assessment. Expressing
doubts itbout the ability of even a strengthened local inspec-
torate to meet the demands of the situation one member
argued that the really important matter was to find a balance
between saying on the one hand, quite rightly, that there
are many educational objectives which not only are in-
tangible and cannot be measured, but might suffer from the
very attempt to measure them, and the opposite extreme of
saying that because this is so we will not attempt to measure
anything. Educationists should devote more energy to seek-
ing solutions in terms of a consensus of people involved, of
whether in their professional judgment this way of doing
something is better than that. Unless some such conclusion
could be reached, the speaker felt, the "money boys" would
move in and, in the absence of agreed assessment of the
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'dative merits of one course of action as against others,
simply adopt the cheapest- and in the circumstances it
would be difficult to blame them.

Other fundamental problems in evaluation were mentioned.
1-irsr it was recognised that not all measurement in educa-
tion could be expressed in quantitative terms, and that con-
sequently, however difficult qualitative assessment might
prove in practice, it was nonetheless a vital part of managerial
responsibility. The second problem was that the distinction
was not merely between mm hat could be measured quantita-
tively and what could not, but that the effects of differing
time, scales in producing results, as, for example, between
nursery and higher education, rendered many of the longer
term effects incapable of meaningful assessment on it purely
quantitative basis. A third concerned the value judgments
involved in decisions affecting priorities of resource alloca-
tion among the various social services.

Accountability was then to he distinguished front measura-
bility. While it is undoubtedly easier to render account of
things precisely measurable, the responsibility it professional
level to accept accountability for things less amenable to
objective quantification remains unimpaired. Some debate
ensued as to those to whom managers and decision-makers
ought to be accountable. Apart from the obvious community
and its elected representatives, some argued, on the basis of
Professor Fott ler's concluding plea for informed teacher
opinion, that the profession at large had an important role
in this respect. This was viewed with some interest as en-
visaging a much enhanced conception of the professionalism
of the teacher, even if it seemed rather remote at present.
At this point the chairman suggested that perhaps the idea
of professional consultancy applied to the educational pro-
cesses might prove helpful in developing the kind of ethos
implicit in such a view of accountability. Perhaps because
of pressure of time, the conference did not proceed to discuss
the moral aspect of our ultimate accountability to the con-
sumersthe young people themselves for whose education
we assume responsibility.

Since the whole conference was conceived against the
background of developing systems of corporate management
and the consequent competition among the various services
represented in the upper management structure, it was
natural that sonic attention should have been devoted to
exploring some of the conflicts involved. White it was widely
recognised that educationists themselves competed with one
another from area to area for the scarce staff resources
available with some detriment to the overall well-being,
some members pointed out that the same sort of argument
could be applied to conflict of interest within the corporate
management structure in a single authority. If the real
beneficiaries of the system were acknowledged to be the
children and young people it professed to serve, then the
real interests of education and the other social services
might in many cases be much less far apart than a parochial
self-interest would lead each to assume. One example cited
was the provision of nursery schools or classes and play
groups, a service offering benefits both educational and
socialinasmuch as these can be distinguished. The argu-
ment was then propounded that the work of one of the
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services might well benefit from the input of resources into
another servio.:.

At this point Mr Davies interjected to admonish the con-
ference on a further over-simplification, All day the term
"corporate management" had figured large in the papers
and discussion, but no one had defined it, In fact, said Mr
Davies, there was not just one kind of corporate manage-
ment, but SC Vefiti. A current research programme in his
department had identified no less than eight different types,
some extremely &federalised, some based on using the
expertise of people in various participating departments,
and some organised on the principle of an active, perhaps
over - active, chief executive exercising very tight control on
all the departments. Unfortunately.: this comment came
almost at the end of the session and there was no time for
its further development,

In conclusion then, the discussion revealed general agree-
ment that the present system abounds in untidiness and
inconsistencies, many of them eradicable, but others more
deep-rooted, stemnting from the ultimate dilemma of national
planned policy versus autonomous local control. What was
needed was wider adoption of a management procedure of
having the different services produce sets of policy options
which could be costed and then evaluated in an acceptable
professional context in order to facilitate the selection of an
appropriate course of action based upon explicit criteria
and procedures for decision-making. What precisely these
criteria should be and how they should be developed were
topics demanding a whole conference to themselves, Accord-
ingly, the chairman at this point called on Mr Browning, in
place of the absent Professor Fowler, to sum up the
conference.



Envoi
D, P. .1, Browning

Chairman, I think you will understand that at this point
I especially regret that Professor Fowler isn't here. This is
because I have now the job not only of winding up the dis-
cussion but also of making the last contribution for the
conference today. In doing this in Edinburgh, I am very
conscious that at the moment you've got a nonScottish
team confronting you!

In listening to the discussion, I have been very much
reminded of Dr. Hriault summing up last year's conference
on staff development. Those of you who were there will
remember the importance he attached to there being a
management thread, as he called it, running through local
education authorities from their education committee and
education department, through their area offices, to their
schools and other institutions, Whilst we haven't been dis-
cussing staff development this year, If think it's essential in
this final session on the management of resources to stress
again the importance of a management thread, Whilst some
untidiness will be inevitable and can be improved on, I
think it is vital that there should be an intelligible and
devised management thread for the euucation service run-
ning from central government and the D.E.S., outwards to
the L.E.A,'s, and from them to their schools and colleges.
If this were achieved, one might in fact get more coherence
and logicality and real sense of direction in the education
service than I. think we've got at the moment.

Looking back on our discussions today on the manage-
ment of resources, we started off on staff resources in the
secondary schools. Personally I very much welcome Scotland's
initiative in producing staffing models. What I should be
interested to know is whether central government is making
funds available to ensure that local authorities in Scotland
will in fact be able to achieve the staffing models set out in
the report. We didn't hear much about this. Furthermore,
Murray White complained about some of the irrational
differences, as he put it, between L.E.A.'s in staffing in
England; and I can't help wondering that if something like
the Scottish example were followed, and we had similar
models with a clear assurance that in the maze of the rate
support grant arrangements, financial resources were there
to achieve these models, then some of the difficulties which
Murray White complained of would disappear. My guess is
also that if this approach were adopted towards, for instance,
ancillary assistance and standards of supplies in books,

3S

stationery, equipment and materials, which the Chairman
has briefly touched onif a similar approach were adopted
there, with an assurance that within the rate support grant
there were the necessary funds available, then resources, and
sufficient resources for the education service overall, would
be more likely to be forthcoming. As to the final discussion.
Professor Fowler envisages that if better management is to
be achieved for the education service, changed relationships
will be necessary between central government and local
authorities, and local authorities and the education institu-
tions themselves. Ile, and other speakers, have indicated
that it may perhaps be necessary to look at the sacred cow
of school autonomy, for if we have better management and
better communications, and a better supply of information
about situations and overall strategy, this will enable decisions
for institutions to be taken against a different background
and perhaps produce a different view and different overall
priorities, I think we come back again to this basic question
of how to produce this management thread, as Dr. Briault
termed it last year, but I'm applying it to the whole of the
operation of the education service this year.

Several speakers have touched on the importance of the
supply or adequate informed information, and I wonder
whether at this point of time, with local government being
reorganised and stronger local authorities coming into
existence, if consideration shouldn't be given to the estab-
lishment of a Research and Intelligence Unit for the local
authority associations so that they can match the expertise
of central government in their statistics and projections
because at the moment local authorities go on in a very
amateur and perhaps not always reliable way. The educa-
tional statistics produced by the treasurers' association have
been quoted and these are notoriously unreliable. But I
think that with more reliable information, perhaps a dialogue
between local authorities and central government could take
place on a more equal basis which could be of benefit to
the whole education service.

And whilst we're thinking about schools and colleges in
this situation, perLaps we should remember the national
centre for school administration which has been established
here at Moray House, Is it not possible that something
similar should be considered for England and Wales? This
is a topic, however, which we must leave now to be pursued
elsewhere.


